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ABSTRACT
O rg an iza tio n  is a  dynam ic phenom enon, and in th is  d is s e r ta t io n  
th e  dynam ic  f ra m e  of re fe re n c e  p rov ided  by com m un ica tion  th e o ry  is 
u tilized  to  in v es tig a te  c e r ta in  a sp e c ts  of o rg an iza tio n  b e h a v io r . A 
m odel of th e  in te rp e rs o n a l  com m un ica tion  p ro c e s s  and se le c te d  fe a tu re s  
of th e  re la tio n sh ip  be tw een  com m unica tion  and b eh av io r a r e  in v es tig a ted  
to  develop  the dynam ic fra m e w o rk  used to  an a ly ze  goal o rien ta tio n , 
co o rd ina ted  b eh av io r, the  d e c is io n  p ro c e s s ,  and c o n tro l of o rg an iz a tio n  
b e h a v io r .
The p re s e n t  frag m en ted  developm en t of o rg an iz a tio n  th eo ry  m o ti­
vated  the u se  of se co n d a ry  r e s e a r c h  and a  b road  th e o re tic a l  a p p ro a ch .
C om m unication  is  in tim a te ly  re la te d  to  the  b e h a v io ra l developm ent 
and so c ia liz a tio n  of an  ind iv idua l. One le a rn s  v a lu e  sy s te m s  and a c c e p ta ­
b le  so c ia l b eh av io r th ro u g h  com m un ica tion . T he p e rv a s iv e  sym bols in 
the  so c ia l sy s te m  and th e i r  re la te d  v a lu es  tend to  becom e the dom inant 
ones w ithin the  p e rs o n a lity  sy s te m . Ind iv iduals a r e  s tim u la te d  and 
s tim u la te  o th e rs  in d e s ire d  d ire c tio n s  th rough  sy m b o ls . F eed b ack  fro m  
com m unicating  helps to  c o r r e c t  p e rs o n a l  know ledge and m ain ta in  re a lv  
is t ic  v iew s of oneself, o th e r  p e rs o n s , even ts, and r e a l i t ie s  in  th e  
en v iro n m en t.
The com m unica tion  v a r ia b le  is  an  im p o rtan t d e te rm in a n t of in d i­
v id u a l and g roup  o rg an iz a tio n  g o a ls . D iffe re n tia tio n  of in fo rm a tio n  
tra n s m it te d  to  m em b e rs  p ro v id es  th e  in fo rm a tio n a l f ra m e  of re fe re n c e
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w hich s ig n ifican tly  in fluences subgoals adop ted . A nxiety  c re a te d  by  
p e rce iv ed  d isso n an ce  of o rie n ta tio n  en co u rag es an e n te rin g  m em b er 
to  in s titu te  c o n ce rted  com m un ica tion  e ffo rts  to  d isc o v e r g ro u p  n o rm s .
H is p e rso n a l need  fo r c o o rien ta tio n , the  se le c tiv e  and b ia se d  exposu re  
to  g o a l- re la te d  m e s sa g e s , and in te n se  g roup  p r e s s u re  m o tiv a te s  
ad ap ta tio n  to g roup  n o rm s .
Subgoals, once fo rm ed , a re  re in fo rc e d  th ro u g h  the in d iv id u a l's  
cap ac ity  fo r se le c tiv e  ex p o su re , se le c tiv e  p e rc e p tio n , and se le c tiv e  
re te n tio n  of g o a l- re la te d  m e s sa g e s , and by th e  g ro u p 's  c o n tro l and 
f i lte r in g  of in fo rm atio n  in i ts  n e tw o rk .
B ehav io r d ire c te d  tow ard  p re d e te rm in e d  ends, th a t is , co o rd in a ted  
b eh av io r, is dependent upon the com m un ica tion  v a r ia b le . T h e  g e n e r ­
a tio n  and in te rn a liz a tio n  of sym bolic  sy s te m s  of ex p ec ta tio n s provide 
the  fram e w o rk  fo r  co o rd in a tio n . T h is  fram e w o rk  is  developed  by 
defining an  in te r re la te d  sy s te m  of ro le s ,  and p re sc r ib in g  b o th  g e n e ra l 
and sp ec ific  g o a l-d ire c te d  sym bolic  b o u n d a rie s  ca lled  p o lic ie s , p r o ­
c e d u re s , and m eth o d s. D efining ro le  re la tio n sh ip s  c re a te s  s t ru c tu re ,  
s ta tu s , and a u th o rity .
The s tru c tu re d  s tim u lu s s itu a tio n  gu ides p e rc ep tio n  and fa c i l i ta te s  
a ss ig n in g  s im ila r  m eanings to  m e ssa g e  s t im u li - - a  n e c e s s i ty  fo r  ach iev ing  
co o rd in a ted  b e h a v io r . It a ls o  en co u rag es and fa c ili ta te s  developing  and 
in te rn a liz in g  p ro g ram m ed  re s p o n s e s , which can  be evoked by se lec tiv e  
e x p o su re  to  m e ssa g e  s t im u li.
C om m unication  d iffic u ltie s  a re  re s p o n s ib le  fo r m any co o rd in a tio n  
p ro b le m s . Ind iv iduals m is in te rp re t  and d is to r t  ro le  d e sc r ip tio n s , and 
re c e iv e  f i lte re d  d e sc r ip tio n s  fro m  se co n d a ry  s o u rc e s .  P ro g ra m m e d  
re s p o n se s  sh o rt c irc u it  the  evaluative  p ro b lem -so lv in g  p ro c e s s , and
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unan tic ipa ted  connotative  m ean ings a r e  evoked by unintended c u es . 
Inadequate  in te rg ro u p  com m un ica tion  d ifficu ltie s  a r e  p a r t ia l ly  
a ttr ib u ta b le  to  te c h n ic a l v o c a b u la r ie s , p e rce iv ed  s ta tu s  d if fe re n c e s , 
r iv a lry ,  and s t r u c tu r a l  d e te r re n ts  to  com m unica tion .
C om m unication  is  v i ta l  to  the  d e c is io n  p ro c e s s .  R e ce ip t of m essa g e  
s tim u li in itia te s  the  d e c is io n  p ro c e s s .  D isco v erin g  and evaluating  
a lte rn a tiv e s  involves s e a r c h - r e la te d  com m un ica tion . A m em b er who 
is th e  so u rc e  of v ita l in fo rm a tio n , an  im p o rtan t n e tw o rk  link , o r 
c o n tro ls  n e tw o rk  a c c e s s  has s ig n ific an t d ec is io n  m aking p o ten tia l.
Both p re d e c is io n  and p o s td e c is io n  b eh av io r invo lves se le c tiv e  c o m ­
m unication  to  red u ce  dec is io n -re la te d  anx ie ty .
In te rn a liz e d  sym bol sy s te m s  p ro v id e  th e  foundation  fo r  so c ia lly  
co n tro lled  b e h a v io r . S e lec tiv e  u se  of com m un ica tion  is u tilized  to 
encou rage  in te rn a liz a tio n  of expected  beh av io r by p rov id ing  rew ard in g  
and d isso n a n t p roducing  s tim u li .
The com m unica tion  sy s te m  and i ts  ne tw o rk s d ire c t  th e  flow of 
in fo rm a tio n . T hey a re  m o st e ffec tiv e  when connected  to  in fo rm a l n e t ­
w orks v ia  the  g roup  le a d e r  and co in c id en ta l w ith the  fo rm a l sy s te m 'o f  
a u th o rity .
P ro v id in g  fo r  co n tro lled  change in fluences i ts  d ire c tio n  and r a te .  
C o n tro lled  change should be ap p ro ach ed  th rough  th e  in d iv id u a l’s f ra m e  of 
r e fe re n c e  and h is p r im a ry  g roup  and im plem en ted  by planned u se  of 
se le c te d  com m un ica tion .
CHA PTER I
INTRODUCTION
C om plex  o rg an iz a tio n  is  d ire c tly  c o r r e la te d  to  a  com plex , h igh ly - 
developed  so c ie ty . E ach  i s  m u tua lly  dependent upon th e  o th e r . R e c ­
ogn ition  of man*s dependency  upon effective  o rg a n iz a tio n  to  advance 
h is  econom ic  and c u ltu ra l  s ta tu s  in  ou r dynam ic so c ie ty  i s  p rov id ing  
th e  s tim u lu s  fo r th e  c u r r e n t  m ushroom ing  in te r e s t  in  o rg an iz a tio n  
th e o ry . T h is a ttitu d e  is  exem p lified  by  the o b se rv a tio n  " . . .  im p ro v e ­
m en t in  o rg an iz a tio n a l le v e l th inking is  undoubtedly  m o st c ru c ia l  to  
hum an su rv iv a l. "*
M odern  o rg an iz a tio n  th e o ry  i s  one of th e  f ro n t ie r s  o f r e s e a r c h  in
th e  so c ia l  s c ie n c e s . P r in c ip le s  of o rg an iza tio n , once c o n s id e re d  u n i-
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v e r s a l  t r u th s ,  have becom e d a ted  ju s t  a s  m any of th e ir  ex p o u n d ers . 
O rg an iza tio n  is  a dynam ic  p ro c e s s ,  and  any a n a ly s is  w hich fa lls  to  
a p p ro a c h  it  a s  such  is  fa ta lly  l im ite d  in  u se fu ln e ss . In th is  study , a 
dynam ic  fram e w o rk  is  u tiliz e d .
G eo rg e  R . B ach , "S c ien tific  C oncern  fo r H um an F a c to r s  in  
In d u s try , " L e a d e rsh ip  and  O rg a n iz a tio n - -A  B e h a v io ra l S cience 
A p p ro a ch , R o b ert T annenbaum , Irv ing  R . W e sc h le r , and  F re d  
M a s s a r ik , e d ito rs . (New Y ork: M cG raw -H ill B ook C om pany, I n c . ,  
1961), p . 394.
2A s so c ia l s t ru c tu re  an d  v a lu es  change, th e  fo rm  of o rg a n iz a tio n
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I. PR ESEN TA TIO N  O F TH E  STUDY
T he a n a ly s is  is  d ir e c te d  to w ard  in v es tig a tin g  th e  re la tio n sh ip  
betw een co m m u n ica tio n  and  o rg an iz a tio n , or on  a h ig h e r  le v e l of 
a b s tra c tio n , th e  re la tio n sh ip  betw een  co m m u n ica tio n  th e o ry  and 
o rg an iz a tio n  th e o ry . S e lec ted  a s p e c ts  of o rg a n iz a tio n a l dynam ics 
a re  in v e s tig a te d  u tiliz in g  th e  dynam ic fram e  o f re fe re n c e  p ro v id ed  by  
com m unica tion  th e o ry . T he ob jec tive  i s  to develop  a n  u n d e rs tan d in g  
of o rg an iz a tio n  b e h a v io r , th e  d y n am ics of o rg a n iz a tio n .
In th i s  study com m un ica tion  i s  p e rc e iv e d  to  be a  b a s ic  v a r ia b le  in  
o rg an iz a tio n . T he o b se rv a tio n  of B av e las  and  B a r r e t t  ex em p lif ie s  
th is  p o in t of view :
I t  is  e n tire ly  p o s s ib le  to  view  a n  o rg an iz a tio n  a s  an  
e la b o ra te  sy s te m  fo r  g a th e rin g  ev a lu a tin g , reco m b in in g  and 
d is se m in a tin g  in fo rm a tio n  . . . .
T h is  l in e  of re a so n in g  le a d s  u s  to  the  b e lie f  th a t  
co m m u n ica tio n  is  no t a  se co n d a ry  o r  d e riv e d  a s p e c t  of 
o rg a n iz a tio n  - a  *helper* of th e  o th e r  and p re s u m a b ly  m o re  
b a s ic  fu nc tions. R a th e r  i t  is  th e  e s se n c e  of o rg an ized  
a c tiv ity  and is  th e  b a s ic  p ro c e s s  ou t of w h ich  a l l  o f the  
o th e r  functions d e r iv e . The g o a ls  an  o rg a n iz a tio n  s e le c ts , 
the  m ethods i t  a p p lie s , th e  e ffe c tiv en e ss  w ith  w h ich  it 
im p ro v e s  i t s  own p ro c e d u re s  -  a l l  of th e s e  hinge upon th e  
q u a lity  and a v a ila b ili ty  o f in fo rm a tio n  in  th e  s y s te m . ^
m u st change  to su rv iv e  in  a  c o m p e titiv e  env ironm en t.
^A lex  B av e las  and D e rm o t B a r r e t t ,  "An E x p e r im e n ta l A p proach  
to  O rg a n iz a tio n a l C om m unication , " P e rs o n n e l ,  XX VII(1951), 368.
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L ik ew ise , i t  is  b e liev e d  in  the a r e a  of o rg an iz a tio n  th e o ry , in fo rm a ­
tio n  a s  a p sy ch o lo g ica l v a r ia b le  M. . , w ill be  one of th e  r ic h e s t  in
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g en e ra tin g  both  concep ts and r e s e a r c h  in  th e  n e a r  f u tu r e .1’
F u r th e rm o re , co m m un ica tion  is  seen  a s  a b a s ic  v a r ia b le  in  
u n d ers tan d in g  and explain ing  hum an  b eh av io r:
T h e re fo re  in  o rd e r  to fa c ili ta te  p ro g re s s ,  we p ro p o se  
to  u se  one sin g le  sy s te m  to  u n d e rs ta n d  m u ltip le  a s p e c ts  of 
hum an b e h a v io r . As of today , we b e liev e  th a t com m unica tion  
is  the  only sc ie n tif ic  m odel w hich enab les us to exp la in  
p h y sica l, in tra p e rs o n a l , and  c u ltu ra l  a sp e c ts  of e v en ts .w ith ­
in  one s y s te m . By u se  of one s ing le  sy s te m , we e lim in a te  
the  m u ltip lic ity  of s in g le  u n iv e rs e s , the  m u ltifa r io u s  v o cab ­
u la r ie s ,  and  the  c o n tro v e rs ie s  w hich a ijise  b e c a u se  w ^  the  
s c ie n t is t  and c lin ic ian , canno t u n d e rs tan d  each  o th e r .
T his po in t of v iew  is  em p h asized  s t i l l  fu r th e r :
The e s se n c e  of o u r m e s sa g e  to  the  r e a d e r  is  th a t
com m un ica tion  is  th e  m a tr ix  in  w hich a l l  hum an a c tiv it ie s
a r e  em bedded . In p ra c t ic e ,  com m unica tion  links o b jec t to
p e rso n  and  p e rso n  to  p e rso n ; and sc ie n tif ic a lly  speak ing
th is  in te r re la te d n e s s  is  u n d ers to o d  in  te rm s  of sy s te m s  of 
6co m m u n ica tio n .
T he f ie ld  of com m un ica tion  e n co m p asse s  m any d isc ip lin e s  in  i ts  fo r ­
m u la tio n s , and a s  th is  a n a ly s is  w ill a ttem p t to d e m o n s tra te , is  
cap ab le  of he lp ing  to  p ro v id e  a needed  f ra m e  of re fe re n c e  fo r  o rg a n i­
za tio n a l a n a ly s is .
M ason H a ire , "P sycho logy  and th e  Study of B u s in e ss , " Social 
S c ience  R e s e a rc h  on B u s in e ss : P ro d u c t and  P o te n tia l, eds* R o b e rt A ,
D ahl, M ason H a ire , and  P a u l F .  L a z a r fe ld . (New Y ork: C olum bia 
U n iv e rs ity  P r e s s ,  1959), p . 72. -
5
J u rg e n  R uesch , and  G re g o ry  B a teson , C om m un ica tion : The 
S oc ia l M a trix  of P s y c h ia try  (New Y ork: W. W. N orton  and  C o ., In c . ,  
1951), p . 5.
^ Ib id ., p . 13.
F in a lly , although th e re  h as been  a  p le th o ra  of w ritin g  about com ­
m unication  and  o rg an iza tio n , l i t t le  e ffo rt has been  devo ted  to  in te g r a t ­
ing th e s e  a r e a s .  T h e re  is  a  no tab le  gap in  the  l i t e r a tu r e  a t th is  po in t.
7
O rgan iza tion  th eo ry  i s  in  the  v e ry  e a r ly  s tag es  of i ts  developm en t.
The b e lie f  th a t  i t  can b enefit ex ten siv e ly  fro m  the m o re  h igh ly  d ev e l­
oped f ie ld  of com m unica tion  th eo ry  p ro v id es  the  in ce n tiv e  fo r  th is  
e ffo rt. An a ttem p t w ill be m ade  to  expose th is  p o ten tia l.
II. PURVIEW  OF RESEARCH AND SELEC TED  DEFINITIONS
Scope Of The Study
T he in v estig a tio n  w ill be  d ire c te d  tow ard  e s tab lish in g  a c o m ­
m un ication  f ra m e  of re fe re n c e  fo r under standing  and co n tro llin g  o r ­
g an iza tio n  b eh av io r. T he em p h asis  on a b eh av io ra l f r a m e  of re fe re n c e  
has abundant p re c e d e n t. A n u m b er of th e o r is ts  have reco g n ized  the 
in tim a te  re la tio n sh ip  betw een  beh av io r and o rg a n iz a tio n . Bakke ob­
se rv e d  " , .  . th e  basic  's tu f f ' of o rg a n iz a t io n .. .  should  be  behavior, in
i ts  s te ad y  s ta te  which m ak es  the  o rg an iza tio n  rec o g n iz a b le  a s  a unique
8en tity  over t im e ."  M arch  and  Sim on rec o g n ize  the v a lu e  of e s ta b lis h -  
ing a f ra m e  of r e fe re n c e . "P ro p o s itio n s  about o rg an iz a tio n s  a r e
7
P e te r  M ichael B lau , and  W. R ic h a rd  Scott, F o rm a l O rg an iza- 
tio n s : A  C om para tive  A pproach  (San F ra n c is c o :  C h an d le r P ub lish ing  
C o ., 1962), p . 9 . - -
8
E . W ight B akke, "C oncep t of Social O rg an iza tio n , " M odern 
O rgan iza tion  T h e o ry : A Sym posium  of the  F oundation  fo r  R e se a rc h  on 
H um an B eh av io r, M ason H a ire , e d ito r . (New Y ork: Jo h n  W iley and  
Sons, In c . ,  1959)* p . 28.- -
5
s ta te m e n ts  about hum an b e h a v io r , and im bedded  in  e v e ry  p ro p o s itio n , 
ex p lic itly  o r im p lic it ly  is  a  se t of a ssu m p tio n s  a s  to  w hat p ro p e r t ie s  
of hum an b e in g s  have to  be ta k e n  in to  accoun t to  ex p la in  th e i r  b eh av io r 
in  o rg a n iz a tio n . "9 H a ire  a ls o  e x p re s s e s  a  s im ila r  po in t of v iew . "It 
i s  c le a r  th a t  th e re  a r e  v e ry  d iffe re n t a n sw e rs  to  th e  q u e s tio n  of 
o rg an iz a tio n  depending on th e  im p lic it  a ssu m p tio n s  about th e  n a tu re  of 
hum an n a tu re . L ik ew ise , the  im p o rtan c e  of u n d ers tan d in g  
b e h av io r has b een  e m p h a size d . " P re d ic tio n  and  c o n tro l o f beh av io r 
a r e  the f ru i ts  of u n d e rs tan d in g . Too often  a d m in is tr a to r s  and  s c ie n ­
t i s t s  t r y  to  ta k e  sh o r t  cu ts  and  go d ire c tly  to  p re d ic tin g  and  co n ­
tro ll in g . m11
The p re s e n t  study  i s  co n ce rn e d  p r im a r i ly  w ith  th e o re tic a l  
m a t te r s ,  and  u t il iz e s  a  d e sc r ip tiv e  r a th e r  th a n  an  e x p e rim e n ta l 
a p p ro a c h . An e ffo r t is  m ade to  re o rg a n iz e  and  r e in te r p r e t  ex is tin g  
d a ta  in  th e  c u r r e n t  s to re  of know ledge, w ith in  th e  scope of th e  
p ro b le m . T he goa l is  to  w o rk  to w a rd  e s tab lish in g  a  fra m e w o rk  w hich 
w ill enab le  th e  th e o r is t  and p ra c t i t io n e r  to  focus th is  know ledge on th e  
p ro b le m s  of o rg an iz a tio n  in  a  m ean ingfu l w ay.
^ J a m e s  G. M arch , and H e rb e r t  A. Sim on, O rg an iza tio n s  (New 
Y ork: John W iley and Sons, I n c . ,  1959), p . 6.
10C h ris  A rg y r is ,  R o b e rt D ubln, M ason H a ire , e t. a l . , Social 
S cience A p p ro ach es  to  B u s in e ss  B eh av io r (Hom ewood, I llin o is : The 
D o rse y  P r e s s ,  I n c . , and  R ic h a rd  D. Irw in , I n c . ,  1962)V p . 182.
■^Chris, A rg y r is ,  P e r s o n a l i ty  and  O rg a n iz a tio n : T he C onflic t 
B etw een  S ystem  and  The Ind iv idual (New Y ork: H a rp e r  and  B r o s . ,
I n c . , 1957), p . 5.
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A th e o re tic a l  a s  opposed to  an  e m p ir ic a l ap p ro ach  dem ands so m e
ju s tif ic a tio n . The p ro c e s s  of resh u fflin g  and re a r ra n g in g  fa c ts  and
c o n s tru c ts  is  p e rc e iv e d  a s  having the  po ten tia l to  p ro d u ce  som e
e x tre m e ly  m ean ingfu l r e s u l ts .  F o r  exam ple, "E u clid , N ewton, and
E in s te in  did  m b s t  of th e ir  w ork  usin g  th e ir  m inds a s  th e  p r im a ry
r e s e a r c h  in s tru m e n t. T h is is  c a lle d  th eo ry  build ing and is  c ru c ia l  in
12
the  deve lopm en t of a ll  s c ie n c e s ."  T heory  and r e s e a r c h  a r e  uniquely
re la te d . "T h e o ry  is  both  the  end p roduct and s ta r tin g  poin t of sc ien - 
13tif ic  r e s e a r c h ."  T hus, "O ur in it ia l  conceptions and th e o r ie s
d e te rm in e  the  d ire c tio n s  of ou r in v es tig a tio n s , and r e s u l ts  of th e se  in
14tu rn  c a u se  us to  re fo rm u la te  o u r th e o r ie s ."  T heo ry  p ro v id e s  a 
n e c e s s a ry  guide to  r e s e a r c h  and re s e a rc h , in  tu rn , a c ts  to a l te r  
th eo ry :
On th e  one hand, the  o b jec tiv e  of a ll  sc ien tif ic  endeavor 
is  to  develop  a  body of su b s ta n tiv e  th eo ry , th a t is , a  s e t  of 
in te r r e la te d  v e r if ia b le  g e n e ra liz a tio n s  tha t accoun t fo r and  
p re d ic t  th e  e m p ir ic a l phenom ena th a t can be o b se rv ed . On 
th e  o th e r  hand, sc ien tif ic  r e s e a r c h  m u s t be guided by a 
th e o re tic a l  fram e w o rk , th a t i s ,  a  sy s te m  of in te r r e la te d  
concep ts  th a t su g g est th e o re tic a l  fru itfu l l in e s  of e m p ir ic a l  
in v e s t ig a t io n .^
F u r th e rm o re , a  th e o re tic a l  fre m e w o rk  is  e s se n tia l  in  in te rp re tin g  
re s u l ts  of e x p e rim e n ta l r e s e a r c h .  An e m p ir ic a l study m ay  r e s u l t  in
*^Ib id . , p . 4 . ^ B la u  and Scott, op. c i t . , p . 8.
14H ow ard  R . Bowen, "T he B u sin e ss  E n te rp r is e  a s  a  Subject fo r  
R e s e a r c h ,11 S oc ial S c ie n c e .R e se a rc h  C ouncil, No. 11, (1957), p . 43.
15B lau  and  Scott, lo c . c it
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new fa c ts  being added  to  know ledge, bu t w ithout a th e o re t ic a l  f r a m e ­
w ork , th e s e  fa c ts  a r e  d ifficu lt to  in te rp r e t ,  e v a lu a te , and  u til iz e .
An in te rd is c ip l in a ry  ap p ro ach  is  u tiliz e d , re ly in g  e x te n s iv e ly  
upon the  v a r io u s  so c ia l s c ie n c e s . H ow ever, a s  one p e rs o n  o b se rv e d , 
"T he  study  of b u s in e s s  i s  a  b e h a v io ra l s c ie n c e , studying a  sam p le  of 
beh av io r in  a p a r t ic u la r  co n tex t. F u r th e rm o re , th e  s tu d en t of b u s i­
n e s s  can  b e  v iew ed  a s  a  b e h a v io ra l s c ie n t is t .  "H is le c tu r e s  touch  on 
th o se  a r e a s ,  h is  th e o re tic a l  m o d e ls  dem and  a ssu m p tio n s  abou t therm  
and h is  r e s e a r c h  le a d s  to  th e  b r in k  of th e m . A lso , th is  w r i te r  
v iew s th e  b o u n d a rie s  b e tw een  th e  v a r io u s  f ie ld s  and d isc ip lin e s  in  th e
so c ia l s c ie n c e s  a s  being  p r im a r i ly  sym bo lic  r a th e r  th a n  su b s ta n tiv e .
18"It i s  th e  sym bol sy s te m  w hich d e fin es  lo c a tio n  of b o u n d a r ie s . . . . "  
T hey  e x is t  fo r p r a c t ic a l  p u rp o s e s , fo r  w hich th ey  p ro v e  b e n e f ic ia l . 
N e v e r th e le s s , th e y  a r e  n o n -e x is te n t in  r e a l i ty .  C h r is  A rg y r is  a d ­
vanced  a  s im ila r  id ea , "T he tr a d i t io n a l  d isc ip lin e s  a r e  a  r e s u l t  of
19h is to r ic a l  a c c id e n ts . A ll w e re  once p h ilo s o p h y .. . . 11
■^R obert A . D ahl, M ason H aire t and  P a u l F . L a z a r fe ld  ( e d s .) ,  
Social S cience  R e s e a rc h  On B u s in e ss :  P ro d u c t and P o te n tia l  (New 
Y ork: C o lum bia  U n iv e rs ity  P r e s s ,  1959), p . 47.
17H a ire , "P sy ch o lo g y  and th e  Study of B u s in e s s , " p . 48.
18
T a lc o tt P a r s o n s ,  "B oundry  R e la tio n s  B etw een  S o c io cu ltu ra l 
and P e r s o n a l i ty  S y s te m s ,"  T ow ard  A U nified  T h eo ry  of H um an 
B e h a v io r , Roy R . G r in k e r , e d ito r . (New Y ork : B a s ic  B ooks, I n c . , 
1953), p . 335.
19
A rg y r is ,  Social Science  A p p ro ach es  to  B u s in e ss  B e h a v io r , p . 5.
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On one le v e l of a n a ly s is , r ig id  sym b o lic  b o u n d a rie s  p lac ed  a round  
d isc ip lin e s  p re s e n t  no p ro b lem . H ow ever, on a  d e e p e r  lev e l o f a n a ly ­
s is ,  su ch  a s  an  in v e s tig a tio n  of o rg a n iz a tio n  b e h a v io r , the sym bo lic  
b o u n d a rie s  of f ie ld s  lik e  socio logy , psycho logy , an th ropo logy , so c ia l 
p sycho logy , and  o th e rs  m u s t  be tra n sc e n d e d . It i s  im p o ss ib le  to  
an a ly ze  o rg a n iz a tio n  b eh av io r w ith in  the  fram e w o rk  of any s ing le  
d isc ip lin e .
B oth  co m m un ica tion  th e o ry  and  o rg a n iz a tio n  th e o ry  a r e  v e ry  
b ro a d  f ie ld s . C onsequen tly , fo r the  p u rp o se  of th is  study, only s e le c t ­
ed a s p e c ts  of bo th  a r e a s  a r e  in v es tig a te d . F o rm a l o rg an iz a tio n  
(b road ly  defined) i s  of m a jo r  in te r e s t  a s  opposed to  o th e r  v e ry  c lo se ly  
r e la te d  so c ia l sy s te m s . L ik ew ise , a n  im p o rta n t a r e a  in  co m m u n ica - 
t io n s ,  in fo rm a tio n  th e o ry , r e c e iv e s  l i t t le  a tten tio n . The r e a s o n  
in fo rm a tio n  th e o ry  is  not c o n s id e re d  of p r im e  im p o rtan c e  to  th e  study 
is  expounded in  som e d e ta il  in  the  se c tio n  on d e fin itio n s .
F in a lly , i t  i s  re c o g n iz e d  th a t any a n a ly s is  of o rg an iz a tio n  b eh av ­
io r  w hich  fo cu ses  a lm o s t ex c lu siv e ly  upon the  com m unica tion  v a r ia b le  
is  in co m p le te . T he p u rp o se  h e re  i s  not to  advance  a  th eo ry  o f o rg a n i­
za tio n , bu t r a th e r  to  re e x a m in e  se le c te d  concep ts o f ex is ting  th eo ry  
fro m  a  com m un ica tion  po in t of view . T he advan tage  of th is  a p p ro a ch  
should  outw eigh i ts  l im ita tio n s .
D efin ition  Of S e lec ted  T e rm s
F ra m e  of re fe re n c e  in  the  p re s e n t  con tex t, is  in tended  to  denote  
th e  p sy ch o lo g ica l fra m e w o rk  u sed  to  v iew  p a r t ic u la r  phenom ena o r 
to  define  a  s itu a tio n . E x te rn a l and in te rn a l  in flu en ces  in an  in te r ­
dependent w ay shape  a  p a r t ic u la r  p sy ch o lo g ica l p a tte rn . T he to ta lity  
of the  in te rd ep e n d en t e x te rn a l and in te rn a l  fa c to rs  o p e ra tin g  a t a  
g iven  tim e  co n s titu te  o n e 's  f ra m e  of r e f e re n c e .  It is  not a  p sycho ­
lo g ic a l event, such  a s  p e rcep tio n , bu t is  m e re ly  re v e a le d  by such
p sy ch o lo g ica l ev en ts . F ra m e  of r e fe re n c e  is  a dynam ic concep t, and
20
should  be  u se d  in  re fe re n c e  to  a  g iven  e x p e rien c e  and  b e h av io r .
C om m unication  i s  e a s ie r  to  d e s c r ib e  than  d e fin e . It i s  a m u lt i­
o rd in a l te rm ; th a t is ,  i t  h a s  d iffe ren t m ean in g s on d iffe re n t le v e ls  of
a n a ly s is  and  a b s tra c tio n . B a s ica lly , com m un ica tion  is  re la te d  to  the
21
a ro u s a l  and  gu idance  of p e rcep tio n  by th e  u se  of sig n s and  sy m b o ls .
To the  ex ten t th a t i t  is  p u rp o siv e , com m un ica tion  is  co n ce rn e d  w ith
th e  sy s te m a tic  u se  of s ig n s . The th e o ry  of s ig n s h a s  been  d iv ided  in to
22
th re e  d iv is io n s , sy n ta c tic s , se m a n tic s , and p ra g m a tic s , w h e re ;
1. S y n tac tics  in c lu d es the  sy s te m a tic  a sp e c ts  of com m u­
n ica tio n , th e  re la tio n s  of signs to  each  o th e r .  I t d e a ls  w ith  
com bining of s ig n s w ithout r e g a rd  to  th e ir  sp ec ific  s ig n ifica tio n
20
M uzafer S h e rif , and  C aro lyn  W. S h e rif , An O utline of Social 
P sycho logy , (R ev. e d , ; New Y ork: H a rp e r  and  B ro th e rs , I n c . ,  1956), 
p . 41. -
21
T he two te rm s  " s ig n s"  and " sy m b o ls"  w ill be  u sed  in te rc h a n g -  
ab ly  in  th e  p re s e n t  d isc u ss io n .
22 C h a rle s  W. M o r r is ,  S igns, L anguage and B eh av io r (New Y ork; 
G eo rg e  B r a z i l le r ,  I n c . ,  1955), p p .-217 -  220.
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o r  w ithout c o n s id e rin g  th e ir  re la t io n  to  the  b eh av io r in  w hich 
they  o c c u r . T he developm en t of in fo rm a tio n  th e o ry  h a s  
p ro v id ed  a  un ified  and q u an tita tiv e  a p p ro a c h  to  sy n ta c tic s .
2. S em an tic s  d e a ls  w ith s ig n if ic a tio n  of sy m b o ls , th a t i s ,  
the  p ro b le m  of m ean in g . H e re  th e  re la tio n sh ip  b e tw een  the 
sy m b o ls  and the  r e a l i ty  to  w hich they  r e f e r  i s  b ro u g h t in to  
focus .
3. P ra g m a tic s  r e f e r s  to  the  o r ig in , u se , an d  e ffe c ts  of 
sym b o ls  w ith in  the  b eh av io r in  w hich  they  o c c u r . H e re  the 
need  re la te d n e s s  and p u rp o s iv e n e ss  in  the u se  of sym bo ls i s  
b ro u g h t in to  focus. ^3
T h is  a n a ly s is  is  m o re  c o n ce rn ed  w ith th e  p ra g m a tic  and  se m an tic  
a s p e c ts  of co m m u n ica tio n , th a t i s ,  th e  cogn itive  and b e h a v io ra l 
a s p e c ts .  T he scope of the  fie ld  is  em p h asized  by C olin  C h e rry . He 
defined  co m m u n ica tio n  b ro ad ly  a s  "T he e s ta b lis h m e n t of a  so c ia l 
un it f ro m  in d iv id u a ls , by u se  of language o r  s ig n s . The sh a rin g  of 
com m on s e ts  of r u le s  fo r v a rio u s  goal seek ing  in d iv id u a ls .
T he d ifficu lty  in  defin ing  co m m u n ica tio n  can  be u n d e rs to o d  b e tte r  
w hen the  p ro c e s s  n a tu re  o f the  phenom enon  i s  d is c u s se d  in  c h a p te r  tw a  
G e n e ra lly , in  the con tex t of th is  in v e s tig a tio n , com m un ica tion  i s  u sed  
to sign ify  the  p ro c e s s  by w hich s tim u li a r e  o rig in a te d , p e rc e iv e d , and 
re sp o n d ed  to , a s  w ell a s  th e  p ro c e s s  by w hich s tim u li, e ith e r  c o n sc io u s ­
ly  o r  u n co n sc io u s ly , guide re s p o n s e s . H ow ever, the  te r m  w ill not 
a lw ays deno te  th is  b ro a d  m ean in g , bu t a t  t im e s  w ill s im p ly  r e f e r  to  a 
p a r t ic u la r  m e s sa g e .
23I b id . , p . 219.
24
C olin  C h e rry , O n H um an C o m m u n ica tio n s , A  R ev iew , A  S urvey
e o
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A sign  m ay  be  defined  a s  "a  t r a n s m is s io n , o r  c o n s tru c t by 
w hich  one o rg a n ism  a ffe c ts  the b eh av io r s ta te  of an o th e r in  a  c o m ­
m u n ica tio n  s itu a tio n . A  sym bol i s  a  sign  w hich, th rough  g e n e ra l 
co n sen t, r e p r e s e n ts  som eth ing  b e c a u se  of lik e  q u a litie s  o r  s im p ly  b e ­
c au se  of p r io r  a g re e m e n t to such  an  a s so c ia tio n . In the  succeed ing  
d isc u ss io n , the  two te rm s  a r e  u sed  in te rch a n g ea b ly . A lthough 
th e re  a r e  m any  k inds o f s ig n s , language s ig n s , th a t i s  w o rd s , a r e  the  
p red o m in an tly  im p o rta n t ones in  th e  su cceed in g  a n a ly s is .
In fo rm a tio n  th e o ry  i s  co n ce rn ed  w ith  the  te c h n ic a l a s p e c ts  cf c o m ­
m u n ica tio n , fo r ex am p le , th e  a lte rn a tiv e  p o s s ib i l i t ie s  of s tru c tu r in g  
and  tra n s m it tin g  m e s s a g e s . One of i t s  im p o r ta n t o b jec tiv e s  is  to 
m e a s u re  q u an titiv e ly  (in  u n its  c a lle d  b its )  the  in fo rm a tio n  con ten t of 
m e s s a g e s .  In  in fo rm a tio n  th e o ry , in fo rm a tio n  i s  u sed  to denote 
" . . .  a  q u an tita tiv e  m e a s u re  o f th e  am oun t o f o rd e r  (or d iso rd e r)  in  a  
sy s te m . In fo rm a tio n , o rg an iz a tio n , and  p re d ic ta b ili ty  a r e  i n t e r ­
r e la te d . T he b e tte r  a  sy s te m  is  o rg a n iz e d , the m o re  p re d ic ta b le  is  
i t s  b e h a v io r . T h e re fo re , l e s s  in fo rm a tio n  can  be ob tained  fro m  
o b se rv in g  i t .  A p e rfe c tly  p re d ic ta b le  sy s te m , th a t is ,  one w hich can  
p ro d u ce  only one m e s s a g e , co n ta in s  no in fo rm a tio n  (log£ 1=0). In  a
and  A  C r i t ic is m  (B oston : T he T echnology  P r e s s  of M. I. T . , 1957), 
p . zzl
25
Ibid . , p . 206.
26W illiam  G. S co tt, H um an R e la tio n s  In  M anagem ent: A 
B e h a v io ra l S c ience  A p p ro ach  (H om ew ood, I l lin o is :  R ic h a rd  D. Irw in , 
I n c . ,  1962), p . 213.
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sy s te m  w hich c an  p roduce  tw o h u n d red  and  f i f ty - s ix  m e s s a g e s , e igh t
b its  (log2256s8) of in fo rm a tio n  a re  r e q u ire d  to  m ove  from  a  s ta te  of
u n c e r ta in ity  to  c e r ta in i ty . T hus, a lthough  in fo rm a tio n  is a  c a r r i e r  of
o rd e r ,  i t  can  be c o n s id e re d  a s  a m e a s u re  of the  am ount of d is o r d e r .
The g r e a te r  the  d is o rd e r  in  a  sy s te m , the  g r e a te r  th e  am oun t of
27in fo rm a tio n  re q u ire d  to  d e sc r ib e  i t  co m p le te ly .
A pplica tion  of th e  co n cep ts  of in fo rm a tio n  th e o ry  to hum an  
b e h a v io ra l sy s te m s  is  l im ite d ; " . . .  p re c is io n  b re a k s  down, p re d ic t ­
a b il i ty  b eco m es f a r  m o re  tenuous, and  th e  reg io n s  fo r  f ru itfu l con-
28
c re te  a p p lica tio n s  rap id ly  d im in ish . " T he follow ing p a ssa g e  fu r th e r  
e m p h a s iz e s  the lim ita tio n s  o f in fo rm a tio n  th eo ry :
. .  . I t  i s  not m a x im a lly  u se fu l fo r  studying  d e c is io n  
m aking  in g ro u p s . H e re  one n eed s  a  m odel of th e  cognitive  
a s p e c ts  of co m m u n ica tio n  th e o ry  - a  w ay to  in d ic a te  th e  
p o ten tia l of b its  fo r  reducing  u n c e r ta in ity  abou t a  re a l s ta te  
of a f f a i r s . . . .  In fo rm a tio n  th e o ry  t r e a ts  th e  t r a n s m is s io n  
of sym bo ls r e g a rd le s s  o f re fe re n ts ;  a  m o re  sem an tic  
co m m u n ica tio n  th e o ry  d e a ls  w ith  r e f e r e n ts  and  la rg e ly  
b y p a sse s  th e  p ro b lem  of t r a n s m is s io n .
T h is  sh ift f ro m  " b i ts "  to "b its  of m ean in g "  has r e a l  
im p l ic a t io n . . . .  Now i t  b eco m es im p o rta n t w hich  "b it"  is  
lo s t;  red u n d an ce  i s  not a s  im p o r ta n t . . . . 2^
B ecau se  of th e se  lim ita tio n s , th is in v e s tig a tio n  w ill  c o n ce n tra te  on the
m o re  cogn itive  a s p e c ts  of co m m u n ica tio n  th e o ry .
27I b id . , pp. 211 - 216. 28I b id . , p . 211.
29 M ason  H a ire , (ed), M odern  O rg an iza tio n  T h eo ry : A  Sym posium  
of th e  F ounda tions fo r  R e s e a rc h  on H um an B eh av io r (New Y ork:
Jo h n  W iley and Sons, In c . ,  1959), p . 7. -
In te ra c tio n  r e f e r s  to  the  s tim u la tio n  of one p e rs o n  by the  a c tiv ity
30
of an o th e r p e rso n  or. by an o b jec t in  h is e n v iro n m en t. The te r m  is  
u sed  m o st f req u e n tly  to  sign ify  s itu a tio n s  w hen the  in te ra c tin g  u n its  
a r e  p e rs o n s , bu t not a lw ay s. One in te ra c ts  w ith e v e ry  a sp e c t of h is  
en v iro n m en t.
Sym bolic in te ra c tio n  is  u sed  to  denote  in te ra c tio n  a s  i t  tak e s  p la c e  b e -
31tw een  hum an b e in g s . C om m unication  and  in te ra c tio n  can  a lm o s t be
u sed  in te rch a n g ea b ly . " In te ra c tio n  betw een  ind iv idua ls r e l ie s  ch iefly
on co m m u n ica tio n . T h e re fo re , w hen we sp e ak  of hum an in te ra c tio n ,
32com m unica tion  i s  n e c e s s a r i ly  im p lie d ."  H om ans p re fe r s  to
d is tin g u ish  betw een  the  two t e r m s .  He p e rc e iv e s  in te ra c tio n  to  have  a
33m o re  p re c is e  m ean ing  than  co m m u n ica tio n .
34A ro le  is  a sy m b o lica lly  defined  sy s te m  of ex p ec ta tio n s . Then,
ro le  is  a  sym bo lic  concep t. "R o le  b eh av io r se em s . .  . to  be sym bo l-
co n tro lle d  b eh av io r and  th e re fo re  ro le  b o u n d a rie s  to  be  sym bol 
35b o u n d a r ie s ."  R o les  a r e  th e  u n its  of a so c ia l  sy s te m . "A so c ia l
30G eorge  C . H om ans, T he H um an G roup  (New Y ork: H a rc o u rt, 
B ra c e  and C o ., 1950), p . 37.
31 H e rb e r t  B lu m e r, "S ociety  A s Sym bolic In te ra c tio n , " H um an 
B ehav io r an d  S ocial P ro c e s s e s ,  A rno ld  M . R o se , e d ito r . (B oston: 
Houghton M ifflin  C o ., 1962), p . 180.
32 '  33S h e rif  and S herif, op. c i t . , p . 41. H om ans, op. c i t .
34P a rs o n s , "B oundry  R e la tio n s  B etw een S o c io cu ltu ra l and  P e r s o n ­
a li ty  S y s tem s, " p .  335.
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sy s te m  is  a  behav io r sy s te m , " th a t is ,  " . .  .a n  o rg an ized  s e t  of
37b e h av io rs  of p e rso n s  in te ra c tin g  w ith each  o th e r : a p a tte rn  of r o l e s ."
On the  lo w est lev e l of a n a ly s is , a  so c ia l sy s te m  is  co n s titu ted  by
38 _
in te ra c tin g  of two p e rs o n a l i t ie s . On the  o th er hand, so c ia l sy s te m s  
a r e  the  u n its  of so c ie ty . "Society  is  an  a g g re g a te  of so c ia l su b ­
sy s te m s , and a s  a  lim itin g  c a se , i t  is  the  so c ia l sy s te m  w hich com -
39p r is e s  a l l  the  ro le s  of a ll  the in d iv id u a ls  who p a r t ic ip a te ."
C u ltu re  m ay be c o n s id e re d  a  com plex , sy m bo l-m ean ing  sy s te m
40
c re a te d  th rough  and em bodied in  so c ia l in te ra c tio n . C u ltu re  m ay  
be t ra n s m itte d  fro m  one sy s te m  of a c tio n  to an o th e r, w h e re  ac tio n  is
41
c o n ce rn ed  w ith " . . . th e  o rg a n ism  a s  a  un it in  a se t  of r e la t io n s h ip s . . . V 
The se t of re la tio n sh ip s  a r e  u n d er the lab e l, s itu a tio n  o r  e n v iro n ­
m en t. C u ltu re  is  an  in te g ra l  p a r t  of p e rso n a lity  and so c ia l sy s te m s , 
and is  b u ilt in to  p e rso n a lity  th rough  the  p ro c e s s  of in te rn a liz a tio n ,
w hich F re u d  d e sc r ib e d  a s  the  developm en t of the  su p e reg o . B uilding
42
of c u ltu re  in to  so c ia l sy s te m s  is  c a lle d  in s titu tio n a liz a tio n .
O rg an iza tio n  is  a lso  a  m u ltio rd in a l te rm  having d iffe re n t m e a n ­
ings on d iffe re n t le v e ls  of a n a ly s is .  A sam pling  of the  d iv e rs ity  and 
s im ila r i ty  of m ean ings a ss ig n e d  to th e  te rm  by d iffe re n t o rg an iz a tio n
36I b id . , p . 328. 37Ib id .
38 T a lco tt P a r s o n s , "A Social S ystem : A G e n e ra l T h eo ry  of 
A c tio n ,"  T ow ard  A U nified T h eo ry  of H um an B eh av io r, Roy R . G rin k e r , 
e d ito r . (New Y ork: B asic  B ooks, I n c . ,  1953), p . 57.
39 40 , 41 ' 4 2
Ib id . Ib id .,  p . 56. I b id . , p . 55. I b id . , p . 57.
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a n a ly s ts  fo llow s. B e rn a rd  d efines  a fo rm a l o rg a n iz a tio n  a s  . . a
sy s te m  of co n sc io u s ly  co o rd in a ted  a c t iv i t ie s  o r  fo rc e s  of two o r  m o re  
43
p e r s o n s ."  To A rg y r is , an  o rg an iz a tio n  is :
1. A p lu ra lity  of p a r ts
2 . E ach  ach iev ing  sp ec ific  o b jec tiv e (s) , and
3. M aintain ing  th e m se lv e s  th ro u g h  th e ir  in te r re la te d n e s s
4. S im u ltaneously  adap ting  to  e x te rn a l en v iro n m en t, th e re b y ,
5. M aintain ing  the  in te r r e la te d  s ta te  of p a r t s .
Sim on u se s  th e  te rm  to r e f e r  to :
. . . th e  com plex  p a tte rn  of co m m un ica tion  and o th e r  r e la t io n ­
sh ips in  a  g roup  of hum an b e in g s . T his p a tte rn  p ro v id es  to  
each  m e m b e r of the group , a s su m p tio n s , g o a ls , and  a ttitu d e s , 
th a t e n te r  in to  h is  d e c is io n s , and p ro v id es  h im  a ls o  w ith a 
s e t  of s ta b le  and  c o m p re h e n s ib le  ex p ec ta tio n s  a s  to  w hat 
o th e r m e m b e rs  of the  g roup  a r e  doing and  how th ey  w ill 
r e a c t  to  w hat he  say s  and  d o e s . The so c io lo g is ts  c a ll th is  
p a tte rn  'r o le  s y s te m '.  To m o s t of u s i t  is  m o re  fa m ilia r ly  
known a s  an o r g a n iz a t io n .^
E. W ight B akke p e rc e iv e s  an  o rg an iz a tio n  to  be :
. .  . a  continuing  sy s te m  of d iffe re n tia te d  and co o rd in a ted  
hum an a c t iv i t ie s  u tiliz in g , tra n s fo rm in g , and w elding 
to g e th e r  a  sp ec ific  se t  of hum an m a te r ia l ,  c a p ita l id ea tio n a l 
and n a tu ra l  r e s o u rc e s  in to  a  unique p ro b lem  solv ing  w hole
43 C h e s te r  I . B a rn a rd , O rg an iza tio n  and  M anagem ent, S e lec ted  
P a p e rs  (C am bridge: H a rv a rd  U n iv e rs ity  P r e s s ,  1948), p . 73.
44 'C h ris  A rg y r is , "U n d erstan d in g  H um an B ehav io r in  
O rg a n iz a tio n s : One V iew point, " M odern  O rg an iza tio n  T h e o ry : A 
Sym posium  of the  F oundation  fo r  R e s e a rc h  on Hum an B eh av io r, 
M ason H a ire , e d ito r . (New Y ork: Jo h n  W iley-and Sons, I n c . ,  1959), 
p. 125.
45
H e rb e r t  A . S im on, A d m in is tra tiv e  B e h a v io r : A Study of 
D ec is io n  M aking P ro c e s s  in  A d m in is tra tiv e  O rg an iza tio n  (2nd. e d . ; 
New Y ork: The M acm illan  C o ., 1961), p . 16.
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w hose function  is  to  sa tis fy  p a r t ic u la r  hum an needs in  
the  in te ra c tio n  w ith  o th er sy s te m  of hum an a c tiv itie s  
and re s o u rc e s  in  i ts  p a r t ic u la r  en v iro n m en t.
T hese  a n a ly s ts  tend  to  view  o rg an iz a tio n s  a s  dynam ic so c ia l
sy s te m s  in  c o n tra s t  to  the  m e c h a n is tic  ap p ro ach  of the  c la s s ic a l  
*  4 7
view poin t of o rg a n iz a tio n . The p o sitio n  taken  h e re  is  th a t a fo rm a l
o rg an iza tio n  is  a  p a r t ic u la r  type of so c ia l sy s tem , d is tin g u ish ed  by
48
i ts  p u rp o se fu ln e ss  o r  goal d ire c te d n e s s . The e s se n c e  of fo rm a l
o rg an iz a tio n  is  c a p tu re d  in  B a rn a rd 's  em p h asis  on co n sc io u s ly
4 9
co o rd in a ted  ac tiv ity , and r e i te r a te d  by the  o th er w r i te r s  quoted 
above. A m o re  d e ta ile d  a n a ly s is  of the concep t w ill a p p ea r in  chap ­
t e r s  th re e  and fo u r.
M ethod Of R e se a rc h
S econdary  r e s e a r c h  is  u sed  ex c lu siv e ly  in  th ic  in v es tig a tio n . The 
e ffo rt is  fo cu sed  on in te g ra tin g  the  e x is tin g  s to re  of know ledge, m a k ­
ing i t  m o re  u se fu l in analyzing  the  p ro b lem , o rg an iz a tio n . Secondary  
r e s e a r c h  w ill p e rm it  build ing a b ro ad  f ra m e  of re fe re n c e , a s  opposed 
to  the  n a rro w  focus in h e re n t in  an  e m p ir ic a l  study . The p re s e n t s ta tu s  
of o rg an iz a tio n  th e o ry  ju s t if ie s  su ch  an ap p ro ach , and m ak es  i t  
en tic ing ly  p ro m is in g .
46 E dw ard  W ight B akke, Bonds Of O rg a n iz a tio n : An A p p ra isa l Of 
C o rp o ra te  H um an R e la tio n s  (New Y ork: H a rp e r and B ro th e rs , In c . ,  
1950), p . 50.
47M arch  and S im on, _op. c i t . ,  pp . 12 - 33.
B lau  and  S co tt, op. c i t . ,  p . 5 , B a rn a rd , op. c i t . ,  pp 65 - 74.
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III. PLAN O F PRESENTATION
In c h a p te r  two, s e le c te d  a sp e c ts  of th e  in te rp e rs o n a l  c o m m u n ic a ­
tion  p ro c e s s  and com m un ica tive  beh av io r a r e  c o n s id e re d . T he n a tu re  
of goal and v a lue  o rie n ta tio n , co o rd in a ted  b eh av io r, and  the d e c is io n  
p ro c e s s  a r e  exam ined  in  c h ap te r th re e  in  a n  e ffo rt to  u n d e rs tan d  
o rg an iz a tio n  b e h a v io r . C om m unicative  a sp e c ts  of c o n tro llin g  o rg an iz a  
tion  b eh av io r a r e  c o n s id e re d  in  the su cceed in g  c h a p te r . A f in a l 
c h ap te r  is  devoted  to  su m m a ry  and c o n c lu s io n s .
CH A PTER II
ANALYSIS O F SELEC TED  A SPEC TS O F COMMUNICATION THEORY
To co m p reh en d  com m un ica tion  th eo ry , one m u s t u n d e r stand  the  
c o m m u n ica tio n  p r o c e s s .  C onsequently , th is  b r ie f  su rv e y  fo cu ses  
f i r s t  on an a n a ly s is  of the  p ro c e s s .  Secondly, keep ing  in  m ind  the 
o b jec tiv e  of re la tin g  com m un ica tion  and o rg an iz a tio n  th e o ry , se le c te d  
a s p e c ts  of th e  re la tio n sh ip  betw een  co m m un ica tion  and beh av io r a r e  
c o n s id e re d .
I. PROCESS O F  COMMUNICATION
C oneept Of P ro c e s s
U nderstand ing  the concep t of p ro c e s s  i s  ju s t  a s b a s ic  to  u n d e r­
stand ing  the  com m un ica tion  p ro c e s s  a s  th e  la t te r  is  to u n d ers tan d in g  
co m m u n ica tio n  th e o ry . In fa c t ,  the  concep t of p ro c e s s  is  m o s t b a sic  
and  c ru c ia l  to  th is  e n tire  a n a ly s is .
The im p o rta n c e  of reco g n iz in g  and  u n d e rs tan d in g  th e  p ro c e s s  
n a tu re  of a l l  r e a l i ty ,  should  no t be under e s t im a te d . Due to  th e  c ap ac ity  
of in d iv id u a ls  to  th ink  in  te r m s  of p ro c e s s ,  the  p h y s ic a l sc ie n c e s  w e re  
re v o lu tio n iz e d . * L ik ew ise , th e  sam e  type thinking h as  been  app lied  to
A lfred  K o rzy b sk i, S c ience  and  S an ity : An In tro d u c tio n  to Non
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language  and co m m un ica tion  by A lfred  K orzybsk i and  o th e rs . In th is  
sec tio n , the  n a tu re  of p ro c e s s  and s t ru c tu re  w ill be in v e s tig a te d .
S ta tic s  V e rsu s  D ynam ics
F o r  c e n tu r ie s , p h y s ic a l s c ie n tis ts  e le m e n ta lis t ic a lly  d iv ided  the
2w o rld  (rea lity )  in to  " p ro c e s s e s "  and " th in g s . " T h ings, (s ta tic  
e n titie s )  w e re  thought to e x is t in  iso la tio n , independen t of the e x is t­
ence and  o p e ra tio n  of o th e r th in g s . The p h y sic a l s c ie n c e s  w e re  
rev o lu tio n ized  by the  w o rk s of M indowski, W hitehead, R u sse ll,
E in s te in  and o th e rs  who re je c te d  th e  e le m e n ta l d iv is io n  of r e a l i ty  in to  
dynam ics and s ta t ic s .  They th e o riz e d  that no re a l i ty  ex is ts  in  iso la tio n . 
A ll o b jec ts  and  even ts a r e  in e x tr ic a b ly  re la te d , and can  only be a n a ­
ly zed  in  te rm s  of re la te d  ev en ts . A ll the w o rld  is  v iew ed  a s  com plex  
p ro c e s s e s .  F o r  exam ple , an  ob jec t a s  s ta tic  o r s ta b le  as a p en c il can  
be  v iew ed as a  dynam ic en tity . S c ien tific a lly , it  r e p re s e n ts  an  even t:
. .  . a  m ad  dance  of e le c tro n s  w hich i s  d iffe re n t in  ev e ry  
in s ta n t, w hich  n e v e r re p e a ts  i ts e lf , w h ich  is know n to, c o n s is t 
of e x tre m e ly  com plex  dynam ic p ro c e s s e s  of v e ry  fine s t r u c ­
tu re ,  a c te d  upbn by, and  re a c tin g  upon th e  r e s t  of the u n iv e rse , 
in e x tr ic a b ly  connec ted  w ith  every th ing  e ls e  and dependent upon 
every th ing  e l s e . . . i t  r e p re s e n ts  a  p ro c e s s  that n e v e r  s tops in 
one fo rm  o r  a n o th e r . . . .
F u r th e rm o re , th e  p e rc e p tio n  of th e s e  supposed ly  s ta t ic  e n titie s  changes
A ris to te lia n  S y s tem s and G e n e ra l S em an tics  (3 rd  ed; L ak ev ille , C o n n .: 
The In te rn a tio n a l N o n -A ris to te lian  P u b lish in g  C o ., 1959), pp . 7 ff.
2
D avid K . B e rio , The P ro c e s s  of C o m m u n ica tio n : An In tro d u c tio n  
to  T h eo ry  and P r a c t ic e  (New Y ork: Holt, R in e h a rt, and  W inston, I n c . ,  
I960), pp. 24 ff; and K o rzy b sk i, I b id . , pp. 55 ff.
3
K o rzy b sk i, Ib id .,  p . 387.
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a s  the p e rc e iv e r  ch an g es . T h is  e n tire ly  new w ay of v iew ing the
w o rld  an d  even ts h as le d  to  g r e a t  sc ie n tif ic  d is c o v e r ie s , and  is  in -
5
fluencing  th inking  in th e  so c ia l s c ie n c e s .
C om m unication  th e o ry  is  b u ilt a ro u n d  the  p ro c e s s  po in t of v iew . 
T he th e o r is t  s e e s  a w o rld  in  p ro c e s s ,  in  w hich even ts a r e  in se p a ra b le  
f ro m  a ll  o ther ev en ts . P ro c e s s e s  a r e  o c c u rr in g  in  a ll  d ire c tio n s . 
C onsequently , "H e a rg u e s  th a t you cannot ta lk  about the  beginning  o r 
th e  end o f com m unica tion  o r say  th a t a  p a r t ic u la r  id ea  cam e  fro m  one 
sp ec ific  so u rc e , tha t com m un ica tion  o c c u rs  in  only one way, and so 
o n . " 6
F o r o b se rv a tio n a l p u rp o se s , we sh a ll a s su m e  in  c o n tra s t  to
re a lity , th a t  p ro c e s s e s  can  be  a r r e a te d .  "T o  stop  a p ro c e s s  im p o ses
7 -a  d e g re e  of a r t i f ic ia l i ty ."  N e v e r th e le s s , "In  o rd e r  to  com m un ica te
a t  a ll  we have to  stop  m otion  and say  w hat the  re la tio n s  a r e  a t  a  p a r t i -  
8
c u la r  t im e ."  T he co n seq u en ces of a r r e s t in g  p ro c e s s e s  v a r ie s  a c c o rd ­
ing  to th e  d e g re e  to w hich the  p e rso n  u n d e rs ta n d s  th a t h e  is  stopping  
th e m  and im posing  h is  own s t ru c tu r e .  T h is  d isc u ss io n  n e c e s s i ta te s  
c o n s id e ra tio n  of the  n a tu re  of s t ru c tu re .
4 5
B e r io , op. c i t . , p . 24. K orzybsk i, op. c i t . ,  pp . 55 ff; and Ib id .
6
B e rio , Ib id .
7
Roy R . G rin k e r  ( e d . ), T ow ard  A U nified  T h eo ry  of H um an 




In fe re n tia l N a tu re  of S tru c tu re
The s t ru c tu re  of r e a l i ty  (the w orld ) is  a p ro d u c t of the in f e r -
9e n tia l p ro c e s s e s  of the  p e rc e iv e r  and is  a s s ig n e d  in  a t  le a s t  two 
w a y s . F i r s t ,  f ro m  the in fin ite  c h a r a c te r is t ic s  of the event, the  p e r ­
c e iv e r  s e le c ts  only a few . Secondly, he  ch o o ses the w ay in  w hich 
the  p e rc e p tio n s  w ill be o rg a n iz e d . F o r  exam ple , 11A p rin te d  tex t is
no t s im p ly  a chain  of ind iv idua l w ords p icked  one a t a tim e ; i t  is  a
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w hole . It has s t r u c t u r e . . . . "  T hus, "In  'c o n s tru c tin g ' r e a l i ty  th e  
th e o r is t  chooses to  o rg an iz e  h is  p e rc e p tio n s  in  one w ay or a n o th e r . 
T hen, the a c c u ra c y  and s tru c tu r in g  of o n e 's  p e rc ep tio n s  (g ro ss  
a b s tra c tio n s  f ro m  the re a li ty )  d e te rm in e s  the  d e g re e  to  w hich th e se  
o b se rv a tio n s  about r e a l i ty  a r e  c o n s is te n t w ith  the  r e a l i ty .  T h is con­
cep t of s t ru c tu re  is  b e s t i l lu s t r a te d  by ob serv in g  the re la tio n sh ip  b e -
12tw een  a m ap  and a t e r r i to r y .  A m ap  is  not the  t e r r i to r y ,  bu t only 
th e  s tru c tu r in g  of o n e 's  p e rc e p tio n  of i t .  If the  m ap  is  c o n s is te n t w ith  
the  s t ru c tu re  of th e  te r r i to r y ,  then  it  s e rv e s  a s  an  a c c u ra te  guide to  
the  t e r r i to r y .  If not, one who u se s  the  m ap  to  t r a v e r s e  the t e r r i to r y  
is  le d  a s t r a y .
Q
W ilbur S ch ram m  ( e d . ), The P ro c e s s  and E ffect of M ass 
C om m unication  (U rbana, I l lin o is : U n iv e rs ity  of I llin o is  P r e s s ,  1955), 
pp . 107 ff.
10
Colin C h e rry , On H um an C om m un ications: A R eview , A 
S urvey  and A C r i t ic is m  (B oston : The T echnology P r e s s  of M . I . T . ,
1957), p . 72.




The sa m e  re la tio n sh ip s  e x is t be tw een  events and  o b jec ts  and th e  
sym bo ls (the m o s t im p o rta n t ones being  w o rd s) u se d  to d i r e c t  one to  
th e s e  o b jec ts  and ev en ts . W ords a r e  no t the  o b jec ts  they  r e p r e s e n t .  
The w ord  le v e l i s ,  a s  a  m in im u m , a second  o rd e r  a b s tra c tio n . F ro m  
th e  event ( re a lity )  w hich h as  in fin ite  c h a r a c te r i s t ic s ,  the  f in ite  m in d  
can  only m ak e  a g ro s s  a b s tra c tio n  of a f in ite  n u m b er of th e se  
c h a r a c te r i s t ic s  to  fo rm  an  o b jec t (a f i r s t  o rd e r  a b s tra c tio n ) .  N ext, a 
la b e l is  a ss ig n e d  to  the o b jec t and a l im ite d  n u m b er of the  c h a r a c te r ­
i s t ic s  being  a b s tra c te d  f ro m  the  ob jec tiv e  le v e l s e rv e  a s  d efin itio n s 
fo r  the  la b e l (a second  o rd e r  a b s tra c tio n ) . T hese  a b s tr a c te d  c h a r a c ­
t e r i s t i c s  a r e  in th e  fo rm  of a n u m b er of d e sc r ip tiv e  s ta te m e n ts . Then 
a s  we m ove  to  h ig h e r o rd e r  a b s tra c tio n  (th ird , fo u rth , e tc .) ,  s t a te ­
m e n ts  a r e  m ade  abou t the  second  o rd e r  s ta te m e n ts , e t c . , un til w e a re  
com m un ica ting  in  v e ry  high  o rd e r  a b s tra c tio n . N e v e r th e le s s , if  th e s e
h igh  o rd e r  a b s tra c tio n s  a r e  c o n s is te n t in  s t ru c tu re ,  one should  be ab le
13
to  m ove b ack  down the la d d e r  of a b s tra c tio n  to  the  o b jec tiv e  lev e l.
Some im p lica tio n s  of the  p ro c e s s  of a b s tra c tin g  shou ld  be n o ted . 
F i r s t ,  th e  o b jec tiv e  lev e l, th a t is ,  th e  im ag e  of the  sc ie n tif ic  even ts 
fo rm e d  by se le c tiv e  a b s tra c tio n  of i ts  c h a r a c te r i s t ic s ,  is  th e  r e a l i ty  to 
th e  in d iv id u a l. I t w ill be d iffe re n t fo r  e v e ry  one a cc o rd in g  to the 
c h a r a c te r i s t ic s  h e  a b s t r a c ts  f ro m  the ev en t. A c o n sc io u sn e ss  of th e  
p ro c e s s  of a b s tra c tin g , th a t i s ,  th e  a w a re n e s s  th a t one a b s tra c ts  in
13Ib id . ,  pp. 386 - 425.
o
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d if fe re n t  o rd e r s  and o m its  c h a r a c te r i s t ic s ,  e lim in a te s  id e n tif ic a ­
t io n . Id en tif ica tio n  is  u sed  a s  the  la b e l fo r  the  se m a n tic  p ro c e s s  of 
in a p p ro p r ia te  ev a lu a tio n s w hich  con fuses o r d e r s  of a b s tra c tio n . It 
o c c u rs  on th re e  le v e ls .  S c ien tific  even ts a r e  id en tifie d  w ith  f in ite  
o b je c ts  w hen the  p e rs o n  fa ils  to  r e a l iz e  th e  in fin ite , con tinuously  
changing  c h a r a c te r i s t ic s  of th e  sc ien tif ic  ev en ts , and th is  cond ition  is  
c a lle d  ig n o ra n c e . C onfusing th e  v e rb a l  and o b jec tiv e  lev e l, th a t is ,  
w o rd s  w ith  the o b jec ts  they  la b e l o r d e sc r ib e , is  c a lle d  o b je c tif ic a ­
tio n . F in a lly , id en tif ic a tio n  of d iffe re n t le v e ls , fo r  exam p le  the  event
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an d  w o rd  lev e l, r e s u l ts  f ro m  confusion  of o rd e r  of a b s tra c tin g .
A second  im p o rta n t im p lica tio n  of the  p ro c e s s  of a b s tra c tin g  is  
th e  d is tin c tio n  m ad e  betw een  th e  v e rb a l  and the  n o n -v e rb a l le v e ls .  
W ords a r e  only g u id ep o s ts  to  th e  n o n -v e rb a l le v e l .  T hey have  d iffe ren t 
m ea n in g s  fo r  d iffe re n t peop le , depending upon w hich c h a r a c te r i s t ic s  
h av e  b een  a b s tra c te d  to  s e rv e  a s  d e sc r ip tiv e  s ta te m e n ts  (defin itions) 
f o r  th e m . A lso , the  sam e  w o rd  h as d iffe re n t m ean in g s  a t d iffe re n t 
le v e ls  of a b s tra c tio n . F a i lu re  to re c o g n iz e  th a t w ords a r e  h ig h e r 
o r d e r  a b s tra c tio n s  m a n u fa c tu re d  by th e  n e rv o u s  sy s te m  m ay  r e s u l t  in  
th e  cond ition  v iv id ly  d e s c r ib e d  by th e  follow ing s ta te m e n t:
U nder such  id e n ti ty - -d e lu s io n s  he  se ek s  to  e s ta b lis h  
u ltim a te  t ru th s  'e te r n a l  v e r i t ie s ,  ' and  is  w illing  to  fight 
fo r  them , n e v e r  reco g n iz in g  th e  n o ise s  he  m ak es  a r e  no t 
the  o b jec tiv e  a c tu a l i t ie s  w e d ea l w ith . F o rg e ttin g  c h a ra c ­
t e r i s t i c s  le f t  ou t he  is  a lw ays ' r i g h t . ' F o r  h im  h is  s ta te ­
m e n t is  not the  only  s ta te m e n t p o ss ib le -b u t he  a c tu a lly  
a t t r ib u te s  som e c o sm ic  o b jec tiv e  eva lua tion  to  i t .
14I b id . , pp . 405 - 406. 15I b id . , pp . 418 - 419.
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F in a lly , an tinder stand ing  of the p ro c e s s  of a b s tra c tin g  e lu c id a te s  
th e  profound  im p o rta n c e  of s t r u c tu r e .  D isc r im in a tio n  betw een  the  
ob jec tiv e  and  v e rb a l le v e ls  le a v e s  s t ru c tu re  a s  the  only lin k  betw een 
the  tw o. The follow ing su m m ary  of th e  im p o rta n c e  of s t ru c tu re  
would be d ifficu lt to  im p ro v e :
If w ords a r e  no t th in g s , o r m ap s a r e  not the  a c tu a l 
t e r r i to r y ,  then , obv iously , the only p o ss ib le  lin k  betw een  
the  ob jec tiv e  w o rld  and th e  lin g u is tic  w o rld  is  found in  
s t ru c tu re ,  and s t ru c tu r e  a lone . The only u se fu ln ess  of 
a  m ap  o r  a  language  depends on the  s im ila r i ty  of s t ru c tu re  
betw een  the  e m p ir ic a l  w o rld  and the  m a p -la n g u a g e s . If 
the  s t ru c tu re  is  n o t s im ila r ,  then  th e  t r a v e le r  o r  sp e a k e r  
is  led  a s t r a y , w hich , in  s e r io u s  hum an  life -p ro b le m s , 
m u s t becom e a lw ays em inen tly  h a rm fu l. If the  s t ru c tu re s  
a r e  s im ila r ,  then  the  e m p ir ic a l w o rld  b ecom es 'r a t io n a l ' 
to  a p o ten tia lly  ra t io n a l  being , w hich m ea n s  no m o re  than  
th a t v e rb a l , o r  m a p -p re d ic te d  c h a ra c te r is t ic s ,  w hich 
follow  up the lin q u is tic  o r  m a p -s tru c tu re , a r e  a p p licab le  
to  the  e m p ir ic a l w o rld .
In fac t, in  s t ru c tu r e  w e find the  m y s te ry  of ra tio n a lity , 
a d ju s tm en t, and w e find th a t the w hole con ten t of know ledge 
is  e x c lu siv e ly  s t r u c tu r a l .  If we w ant to  be ra tio n a l an d  to 
u n d e rs ta n d  any th ing  a t a l l ,  we m u s t look  fo r  s t ru c tu re ,  
r e la tio n s , and u ltim a te ly , m u lti-d im e n s io n a l o rd e r .  . . .
M odel of th e  C om m unication  P ro c e s s
The A s sum ptions
A b a s ic  a ssu m p tio n  is  th a t a  p ro c e s s  can be stopped  and  the b a s ic  
e lem en ts  exam ined , b u t in  th e  p rev io u s  d isc u ss io n , the  la c k  of v a lid ity  
of a  s ta tic  a n a ly s is  w as c le a r ly  em p h asized . H ow ever, to  fa c ili ta te  a 
d eep e r investiga tion  of p ro c e s s e s ,  th ey  m u s t be  stopped  an d  s tru c tu re d . 
T hus, in  o rd e r  to  w r i te  about the  com m un ica tion  p ro c e s s , i t  is
l6 Ib id . ,  p . 404.
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n e c e s s a ry  to a r r e s t  its  d y n a m ic s . C onsequen tly , th e  follow ing d is ­
c u ss io n  w ill  be a  sn ap sh o t of the  co m m u n ica tio n  p ro c e s s  a t a  po in t in  
s p a c e - t im e . It w il l  tak e  p lac e  w ith in  a  s ta tic  fra m e w o rk , fu lly  
rec o g n iz in g  that th e  s ta tic  fra m e w o rk  is  only a  po in t in  sp a c e - tim e
17and  does n o t r e v e a l  the fu ll  d ynam ics of the r e a l i ty  of com m un ica tion .
A second  b a s ic  a ssu m p tio n  is  th a t co m m u n ica tio n  is  p u rp o se fu l; 
th a t  is ,  th e  o r ig in a to r  of a  p a r t ic u la r  m e s sa g e  h as  so m e  in te n t in  cod ­
ing and tra n s m ittin g  i t .  T h is m odel m ay  no t be  a l l  in c lu s iv e . H ow ever, 
i t  w ill be  co n ce rn e d  w ith  th o se  co m m u n ica tio n s w hich  a r e  p u rp o se ly  
o r ig in a te d  with th e  in ten t of a ffec ting  the  b eh av io r of the  r e c e iv e r .  The
a ssu m p tio n  of p u rp o se fu ln e ss  is  v e ry  v ita l  to  th e  r e c e iv e r  in  ass ig n in g
18m ean ing  to  m e s s a g e s .
The th ird  a s su m p tio n  is  th a t co m m u n ica tio n  is  n e e d - re la te d . I t is
c lo se ly  re la te d  to  the p re v io u s  a ssu m p tio n  of p u rp o se fu ln e ss ; th a t i s ,
m e s s a g e s  a re  o r ig in a te d  w ith the  in te n t of a ffec tin g  the  b e h av io ra l
s ta te  of th e  r e c e iv e r .  T he a ssu m p tio n  of n e e d - re la te d n e s s  a s s e r t s
th a t m e ssa g e s  a r i s e  f ro m  an  a tte m p t to  s a t is fy  the n eed s  of th e  so u rc e
19an d  m u st be  d esig n ed  a ro u n d  the  n eed s  of the  r e c e iv e r -d e c o d e r .
*^B erlo , o p . c i t . , pp . 23 - 28; and  G rin k e r , op . c i t . , p . 20.
18 B e rio , op . c i t . , pp . 1 - 20.
l^ S ee  S chram m , T he  P ro c e s s  and  E ffect of M aas C om m unication , 
pp . 14 - 15; A lb e r t  H. R u b en ste in  an<| C hadw ich J .  H a b e rs tro h , Som e 
T h e o r ie s  of O rg an iza tio n  (Hom ewood, I llin o is , T he D o rse y  P r e s s ,  I960), 
p . 229; an d  W. P h ilip s  D av ison , "O n the  E ffec ts  of C om m unication , " 
P u b lic  Opinion Q u a r te r ly , XXIII (.Fall, 1959), 349 - 353.
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The fo u rth  a ssu m p tio n  r e f e r s  to  the  type  of a n a ly s is .  W hile the
follow ing m odel w ill co n ta in  m o n atic  and dyadic  e le m e n ts  of a n a ly s is ,
i t  w ill c o n s is t  p r im a r ily  of a  dyadic a p p ro a ch . C o n sid e ra tio n  of an
e le m e n t m o n a tica lly , i s  to  is o la te  i t  f ro m  o th e r  e lem en ts  and th ings;
w h e re a s , a  dyadic a n a ly s is  is  an  a n a ly s is  of the  in te r re la t io n s h ip s  of
e le m e n ts . C om m unication  th e o ry  is  p r im a r i ly  c o n ce rn ed  w ith  in te r -
20
re la tio n sh ip s , thus, w ith  dyadic a n a ly s is .
A fifth  a ssu m p tio n  is  th a t th e  in te rp e rs o n a l  m o d el p re s e n te d  h e re  
can  be  ex tended  to  the  d iffe re n t le v e ls  of a n a ly s is .  F o r  exam ple , i t  
is  a s su m e d  th a t the m o d e l can  be a d ju s te d  to  be  u sed  to  analyze  
in tra p e r s o n a l  com m un ica tions a s  w ell a s  m u ltip e rs o n  com m unica tion  
s y s te m s . F u r th e r  c o n s id e ra tio n  w ill be g iven  to  th is -a ssu m p tio n  w ith in  
th e  m o d e l i ts e l f .
The B a sic  E lem en ts
M odels of the  co m m u n ica tio n  p ro c e s s  have  been  desig n ed  by a 
22
nu m b er of w r i te r s .  F o u r e lem en ts  a r e  com m on to  m o s t of th e se  
m o d e ls ; an  encoder, a  m e s sa g e , a  channel, and a  d e c o d e r. The m odel 
d is c u s s e d  h e re  w ill in c lu d e  s ix  e le m e n ts ; a  so u rc e , an en co d er, a
20
B e rio , op. c i t . ,  p . 53.
21
J u rg e n  R uesch  and  G re g o ry  B a teson , C om m unication : The Social 
M a tr ix  of P s y c h ia try  (New Y ork: W. W. N o rto n  and C o . , In c . ,  1951), 
pp . 273 - 28o. - -
22
F o r  a  good su m m a ry  of th e  m o s t im p o rta n t m o d e ls  developed  
betw een  1950 and I960  se e  F .  C ra ig  Jo h n so n  and  G eorge  R . K la re , 
"G e n e ra l M odels of C om m unication  R e se a rc h :  A S urvey  of the  D evelop­
m e n t of a  D ecade, " T he J o u rn a l  of C om m unication , XI (M arch , -1961),
13 - 26 . -
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m e s sa g e , a  channel, a  d e co d e r, and a  r e c e iv e r .  O bviously , in  an
in te rp e r s o n a l  m o d el th e  so u rc e  and encoder a r e  the  sa m e  p e rs o n .
H ow ever, s in ce  one of th e  b a s ic  a ssu m p tio n s  is  th a t th is  m o d e l can
be ex tended  to  d iffe re n t le v e ls  of a n a ly s is , i t  is  n e c e s s a ry  to  include
a l l  s ix . Only a  b r ie f  su rv e y  of th e  e le m e n ts  w ill be p re s e n te d  since
they  w ill r e c e iv e  fu r th e r  c o n s id e ra tio n  w hen the  m odel is  p re se n te d .
The so u rc e  is  the  o r ig in a to r  of the  m e s s a g e . E ncoding i s  the
p sy ch o lo g ica l p ro c e s s  of se lec tin g  the  sym bo ls th a t w ill be included  in
the  m e ssa g e , a s  w e ll a s , the  p sy ch o lo g ica l and p h y s ic a l p ro c e s s  of
s tru c tu r in g  the  sy m b o ls; th a t i s ,  a rra n g in g  th em  in  a p a r t ic u la r  o rd e r .
C hannel h a s  been  a ss ig n e d  a  v a r ie ty  of m ean in g s by com m un ica tion  
23
th e o r i s t s .  H ow ever, in  the  p re s e n t  con tex t, i t  w ill be  u sed  to  m ean
24
th e  m ed iu m  o r  c a r r i e r  of m e s s a g e s . A r e c e iv e r  is  the  in tended  
re c ip ie n t  of a  m e s sa g e  and  can  be e ith e r  a  m e c h an ica l dev ice , one 
p e rso n , o r  m any  p eo p le . T h is is  no t to  say  the  only r e c e iv e r  i s  the 
in tended  r e c e iv e r .  H ow ever, to  re m a in  c o n s is te n t w ith  the  b a s ic  
a ssu m p tio n , th a t com m un ica tion  is  p u rp o se fu l, i t  is  im p o rta n t to  a s su m e  
th e  in tended  r e c e iv e r  is  th e  a c tu a l r e c e iv e r .  F in a lly , decoding is  the 
p ro c e s s  of in te rp re tin g  and  a ss ig n in g  m ean in g s to  m e s s a g e s . The 
d eco d e r is  the  p e rs o n  o r  p e rs o n s  fo r  w hom  the m e s sa g e  w as d esig n ed .
23
See S ch ram m , T he P ro c e s s  and E ffec t of M ass C om m unication , 
pp . 87 - 90.
24
B e rio , op. c i t . ,  p . 31.
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W ith th is  b r ie f  d e sc r ip tio n , the s ta g e  is  now s e t  fo r  in v es tig a tin g  th e  
m o d el i ts e l f .
The M odel
It m u s t be  kep t in  m ind  th a t th e  exp lanation  is  a  sn ap sh o t in  a  d is ­
tin c t s p a c e - t im e  in te rv a l .  X and Y a r e  two p e rs o n s  who e x is t  in 
p h y s ic a l and  p sy ch o lo g ica l e n v iro n m en ts , E and  E j ,  re sp e c tiv e ly , 
w hich  a r e  bounded by s p a c e - t im e  in te rv a ls , S -T j  and  S -T 2» r e s p e c ­
tiv e ly . A ssu m e  a t som e po in t in  sp a c e - tim e , the  e x te ro c e p to rs  of X 
re c e iv e  a s tim u lu s  f ro m  h is  en v iro n m en t. T h e re  a r e  th re e  p o ss ib le  
so u rc e s  of s t im u li  in  X 's  en v iro n m en t: th o se  w hich d e riv e  f ro m  ob­
je c ts  and ev en ts  o th e r  th an  p e rs o n s , th o se  w hich  a r i s e  f ro m  ac tio n s
of o th e r p e rs o n s , and  the  ones w hich  a r e  c re a te d  by ac tio n s  of M r. X
25
h im s e lf , o r , in  o th e r  w o rd s , feed b ack . The e x te ro c e p to rs  of X 
in c lu d e  a ll  of h is  p re s e n tly  functioning  se n se  o rg a n s . A fte r the  e x te r ­
n a l s tim u lu s  h as been  se le c te d  f ro m  X 's  en v iro n m en t by h is  se n se
o rg a n s , i t  i s  then  tra n s fo rm e d  in to  ch em ica l an d  n e u ra l  im p u lse s  and
26c a r r i e d  by X 's  n e rv o u s  sy s te m  to  h is  co m m un ica tion  c e n te r .
The im p u lse s  a r is in g  fro m  th e  e x te rn a l s tim u lu s  a r e  no t the  only  
ones o p e ra tin g  in th e  co m m u n ica tio n  c e n te r  of X . P re s e n t ,  a lso , a r e
25 J u rg e n  R uesch , "T he  O b se rv e r  and  the  O b serv ed : Hum an 
C om m unication  T h eo ry , " T ow ard  a U nified T h eo ry  of H um an B eh av io r, 
R oy R . G rin k e r , e d ito r ..  (New Y ork; B asic  B ooks, In c . ,  1956),pp . 36
54. . . . .
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T his d e sc r ip tio n  of th e  n e u ro -p sy c h o lo g ic a l p ro c e s s in g  of a
s tim u lu s  r e l i e s  e x te n s iv e ly  upon R eu sch , Ib id . , p . 45, and  W endell 
Jo h n so n , "T h e  F a te fu l P ro c e s s  of M r. A  T alk ing  to  M r. B, " H a rv a rd  
B u s in e ss  R ev iew , XXXI ( J a n . - F e b . , 1953), 49 - 56.
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im p u lse s  w hich o r ig in a te  w ith in  the  o rg a n ism  i ts e l f  and s tim u li f ro m
p a s t ev en ts . Then th e  p ro c e s s e s  of p e rc e p tio n  a r e  b a sed  upon . .th e
im p u lse  w hich d e r iv e s  f ro m  ex te ro cep tio n , th e  im p u lse s  w hich a r i s e
27fro m  p ro p rio ce p tio n , and the  im p u lse s  w hich denote p a s t ev en ts . "
X next e v a lu a te s  the  e x te rn a l s tim u lu s , of c o u rse , w ith in  the f r a m e  of 
re fe re n c e  of th e  o th e r s tim u li o p e ra tin g  in h is  p sy ch o lo g ica l m e c h ­
a n is m s . E sse n tia lly , " . . . t h e s e  evaluative  p ro c e s s e s  c o n s is t of
28
o p e ra tio n s  w ith  a v a ila b le  in fo rm a tio n ."  The p h ra s e , " a v a ila b le  in ­
fo rm atio n , " is  im p o rta n t b e ca u se  in  the  p ro c e s s  of reach in g  the  co m ­
m u n ica tio n  c e n te r , the  e x te rn a l s tim u li h as been  tra n s fo rm e d  s e v e ra l
29tim e s  w ith  a  re s u ltin g  lo s s  of in fo rm a tio n  each  t im e . The p ro c e s s  of
evaluation  is  e s se n tia lly  th e  p ro c e s s  of decoding.
Now, i t  is  a ssu m e d  th e  eva lua tion  of the  s tim u lu s  by  X has a ro u se d
a  need in  X to  co m m u n ica te  w ith  Y, w hich can  be sa t is f ie d  only by  send-
30
ing a  m e s sa g e  com posed  of sy m b o ls , in  th is  c a se  w o rd s . W hile 
encoding the  m e s sa g e , X ch o o ses and s t ru c tu re s  sy m bo ls in su ch  a way 
th a t Y w ill be ab le  to  re c o n s tru c t  the  ex p erien ce  o r  a s s ig n  the m ean ing  
w hich m o tiv a te s  the  m e s sa g e . T hus, X is  faced  w ith  a fo rm id a b le  ta s k  
b ecau se  now h e  is  fo rc e d  to  a ttem p t to  evaluate  the  e n v iro n m en ta l and
27 28 29
R uesch , Ib id . Ib id . Ib id .
30 T he p reced in g  a ssu m p tio n  is  m ade w ith  the  u n d e rs tan d in g  that 
a c tu a lly  the  m e s sa g e  m ay  only be a sm ile  f ro m  X to  Y o r  c o n s is t  of X 
punching Y in  the  n o se . H ow ever, o u r p r im a ry  in te r e s t  is  the  m e s sa g e s  
com posed  of w o rd s .
e x p e rim e n ta l s ta te  o f Y. J u s t  a s  th e s e  two v a r ia b le s  w e re  v ita lly
im p o rta n t in  X 's  in te rp re ta t io n  of the  s tim u lu s  they  w ill be v i ta l  in Y 's
in te rp re ta t io n  of the m e s s a g e  th a t is  re c e iv e d  fro m  X.
Once X h a s  com pleted  th e  ta sk  of encoding th e  m e s sa g e , he
s e le c ts  a m e a n s  of b rin g in g  th e  m e ssa g e  in to  the en v iro n m en ta l s ta te
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of Y in  a m an n e r conducive to  rec ep tio n  by the  e x te ro c e p te rs  of Y.
T hat i s ,  he se le c ts  a  ch an n e l. Y 's e x te ro c e p te rs  re c e iv e  the  m e s sa g e  
and it  is  t r a n s m itte d  to  Y's co m m u n ica tio n  c e n te r  in th e  sam e  m an n e r 
a s  d e sc r ib e d  fo r  X. L ik e w ise , Y decodes th e  m e s sa g e  in  the  sam e 
w ay a s  X. P o ssib ly  a  need i s  a ro u se d  in  Y to  co m m u n ica te  w ith  X o r 
som eone  e ls e , as a r e s u l t  of in te rp re ta t io n  and ev a lu a tio n  of the  m e s ­
sa g e . A gain, the p ro c e s s  of Y encoding a m e s sa g e  o c c u rs  ju s t  a s 
d e s c r ib e d  fo r  X.
A p e r t in e n t  qu estio n  is , w hen has co m m un ica tion  been  co n su m a ted ?  
C o m m un ica tion  has ta k e n  p la c e  if Y has a ss ig n e d  a  m ean ing  to  the m e s ­
sa g e  s im ila r  to  that in te n d ed  by X. N otice  th a t th e  s ta te m e n t h e re  
s t r e s s e s  a  s im ila r  m ean in g , no t the  exac t m ean in g . T he ex ac t m e a n ­
ing w ould be a n  id ea l. C om m unication  o c c u rs  in  d e g re e s  and se ldom
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is  th e r e  p e r f e c t  co m m u n ica tio n . The d e g re e  to  w hich  a m eaning  
a s s ig n e d  to a  m e s sa g e  d iv e rg e s  fro m  the m ean ing  in tended , m e a s u re s  
th e  ex ten t of m is  co m m un ica tion  w hich h as  o c c u rre d .
M apheus B re w s te r  Sm ith , "C om m un icative  B eh av io r, " 
P sy c h o lo g ic a l R eview , LIU (S ep tem b er, 1946), 294 - 295.
I t is  v e ry  im p o rta n t to  r e a l iz e  w hat h as  b een  done h e re .  The 
a ssu m p tio n  h as  been  m ade  th a t one s tim u lu s  could  be iso la te d  and 
th a t i t  could  be t r a c e d  th rough  a to ta l  p ro c e s s in g . T h is is  not co n ­
s is te n t  w ith  r e a l i ty  b e ca u se  a t  any  one tim e  m any  s tim u li a r e  being 
b rough t in to  the  com m unica tion  c e n te r  of both X and Y. A lso  the  
m odel im p lie s  th a t a  p a r t ic u la r  re sp o n se  re s u l ts  f ro m  a p a r t ic u la r  
s tim u lu s , and th is  a lso  is  no t c o n s is te n t w ith r e a l i ty .  Any one r e ­
sp o n se  is  the  r e s u l t  of the  in te ra c tio n  of m any  s tim u li  and not the  
r e s u l t  of ju s t  one s tim u lu s , s in ce , du ring  any sp a c e - t im e  in te rv a l
32m any  s tim u li a r e  a t  w ork  in  the  p sy ch o lo g ica l m ec h an ism  of a p e rso n . 
W hat h as  been  done is  n e c e s s a ry  in  o rd e r  to exam ine  the  com m unication  
p ro c e s s .  N e v e r th e le s s , the  p ro c e s s  n a tu re  of com m unica tion  h a s  been 
d is to r te d .
T his e ffo rt h a s  been  devoted  to  the  evaluation  of w hat happens in  
the  p ro c e s s  in  in te rp e rs o n a l  co m m u n ica tio n . The sa m e  m odel can  be 
u se d  in  analyzing  a  m a n y -p e rso n  com m un ica tion  sy s te m . H ow ever, in 
such  a  sy s te m , the  so u rc e -e n co d e r and the  r e c e iv e r -d e c o d e r  m ay  be 
two o r m any  d iffe re n t p e rs o n s . The n a tu re  of th e  e le m e n ts , in th e  final 
a n a ly s is , w ill be d e te rm in e d  by the  n a tu re  of th e  m a n y -p e rso n  sy s te m .
It could  be a one to  m any, a  m any  to  one, o r a m any  to  m any  sy s te m .
32A s im p le  s tim u lu s  - re s p o n s e  m odel o v e rlo o k s th e  com plex  
d ynam ics a t  w o rk  in  any s itu a tio n .
T he sam e  m odel w ith  ex ac tly  the  sa m e  e le m e n ts  can  be u se d  to 
ev a lu a te  the p ro c e s s  of in tra p e rs o n a l  co m m u n ica tio n . At the  in t r a ­
p e rs o n a l  le v e l the  so u rc e , en coder, r e c e iv e r ,  and d eco d e r c o n s is t  of 
only one p e rs o n . It is  a h igh ly  bounded p ro c e s s  tak ing  p lace  e n tire ly  
w ith in  a  sin g le  p e rs o n .
R am ifica tio n s  of the  In te rp e rs o n a l  C om m unication  M odel
T he m odel p re s e n te d  in  the p rev io u s  se c tio n  has r a is e d  a  n u m b er 
of q u estio n s  and  su g g ested  a n u m b er of im p lic a tio n s . S e v e ra l of the  
m o st im p o rta n t of th e se  a r e  d is c u s se d  in  th is  se c tio n .
Im p o rta n ce  of E m pathy
E m pathy is  a  v i ta l  concep t in  the  p ro c e s s  of com m un ica tion . H e re ,
em pathy  is  " , . . th e  a b ility  to  p ro je c t  o u rse lv e s  in to  o th e r  p e o p le 's  
. 33
p e r s o n a l i t ie s ."  I t  invo lves the  evaluation  of a  p e r s o n 's  f ra m e  of r e f ­
e re n c e  in  a p a r t ic u la r  sp a c e - t im e  in te rv a l, w hich is  a  c ru c ia l  a sp e c t of 
encoding. T he en co d er is  fo rc e d  to ev a lu a te  som eth ing  "of th e  p e rs o n ­
a lity  s ta te  of th e  d e co d e r, in  o rd e r  to ach iev e  the  p u rp o se s  m o tiv a tin g  
the  m e s sa g e . L ik ew ise , in  in te rp re tin g  th e  m e s sa g e , the  d e co d e r is  
fo rc e d  to  do th e  sam e  th in g . He a ls o  m u s t a ttem p t to  p ro je c t  h im s e lf  
in to  th e  p e rso n a lity  s ta te  of the  en co d er, in  o rd e r  to  r e c r e a te  the  
in tended  m ean ing  of th e  m e s s a g e . The p ro b a b ility  of ach iev ing  p e rfe c t
■^B erlo , op. c i t . , p . 119.
33
em pathy is  v e ry  low , o r z e ro . C onsequently , th e  p ro b a b ility  of co m ­
p le te ly  com m un ica ting  the  in tended  m ean ing  o r  e x p e rie n c e  is  l e s s  than  
one.
C o n sid e ra tio n  of the  in fe re n tia l  n a tu re  of com m un ica tion  u n d e r ­
s c o re s  the  s ig n ifican ce  of em pathy  in  th e  p ro c e s s .  C om m unication  
can  be  c o m p a red  to  s ta t is t ic a l  p r o c e s s e s .  F o r  exam ple , when the  
d eco d er re c e iv e s  the  m e s sa g e  h e  d if fe re n tia te s  a  n u m b er of p o ss ib le  
m ean in g s , w hich is  analagous in  s ta t i s t ic s  to  a  p ro b a b ility  d is t r ib u ­
tio n . To th e s e  in fe r r e d  m ean in g s he su b je c tiv e ly  a s s ig n s  a p ro b ab ility  
d is tr ib u tio n . Then, assu m in g  ra tio n a lity , he  chooses th e  m ean ing  or 
m ean ings w ith  th e  h ig h es t p ro b a b ility . The p ro c e s s  of encoding could  
be v iew ed in  th e  sa m e  way, only in  th is  in s ta n c e , th e  encoder d e v ises  
a n u m b er of p o ss ib le  w ays of s tru c tu r in g  h is  m e s s a g e . In th e  p ro c e s s  
of eva lua tion , he  su b je c tiv e ly  a s s ig n s  p ro b a b ilit ie s  to  th e  d iffe re n t 
m e s sa g e  co m b in a tio n s . T h ese  p ro b a b ilit ie s  r e p re s e n t  the  p ro b ab ility  
of the  p a r t ic u la r  m e s sa g e  being in te rp re te d  a s  in tended  by th e  e n co d e r. 
F in a lly , th e  en co d er chooses th e  m e s sa g e  w hich he  e s t im a te s  h a s  the  
h ig h es t p ro b a b ility  of being a ss ig n e d  the  in tended  m ean in g .
The p ro c e s s e s  of encoding and decoding a r e  not a lw ays c o n sc io u s . 
C onsequen tly , m o s t of the  tim e , the  in fe re n tia l  p ro c e s s  d is c u s se d  a -  
bove o c c u rs  beyond the a w a re n e s s  of th e  p e rs o n . N e v e r th e le s s , i t  is  
u su a lly  c a r r i e d  out in  v a ry in g  d e g re e s  by m o s t in d iv id u a ls  depending 
upon the  le v e l of a w a re n e s s  of th e  com m un ican t and the  consequences 
of m isco m m u n ic a tio n .
o .
Now th e  com plex ity  of com m un ica tion , a s  w ell a s  the  im p o rtan c e  
of u n d ers tan d in g  it, is  becom ing  ev id en t. The p ro c e s s  of e s tab lish in g  
em pathy  is  v e ry  dem anding  upon the  co m m u n ican ts . F o r  exam ple , the  
en co d er m u st have c le a r ly  in  m ind  th e  m ean ing  w hich  he d e s i r e s  to 
t r a n s m i t .  Once th is  is  c le a r ly  e s ta b lish e d  in  h is m ind , th e  encoder 
m u s t then  a ttem p t to  ev a lu a te  th e  e x p e rie n tia l and p e rs o n a li ty  s ta te  of 
th e  d eco d e r during  th e  s p a c e - t im e  in te rv a l  th e  m e s sa g e  w ill be r e ­
c e iv ed , s in ce  th e se  fa c to rs  e s ta b lis h  th e  d e c o d e r 's  c u r r e n t  f ra m e  of 
r e fe re n c e , the  d e c is iv e  fa c to r  in  the  ev a lu a tiv e  p ro c e s s .
Not only m u s t th e  encoder a tte m p t to  evaluate  th e  p reced in g , but he
m u s t a lso  a ttem p t to  ev a lu a te  how the  d e co d e r w ill p e rc e iv e  h im , since
th is  is  a  v e ry  im p o rta n t cue fo r a ss ig n in g  m eaning to  the  m e s s a g e .
But th e  p ro c e s s  even b eco m es m o re  com plica ted , b e c a u se  the  encoder
a ls o  a tte m p ts  to  ev a lu a te  how the  d e co d e r v iew s th e  e n c o d e r 's  p e r  cep-
34tio n  of the  d eco d er, e tc . T hus, em pathy  is  a p ro c e s s  a lso , b ecau se  
any a tte m p t to  ev a lu a te  i t  a s  a s ta tic  concep t could no t include  th e  
prev ious dynam ic a n a ly s is .  As a  m a t te r  of fac t, em pathy  is  a  p ro c e s s  
of c o n s tan t r e v a lu a t io n s .^
R o b e rt T annenbaum , Irv in g  R . W esch le r, and  F re d  M a ss a r ik  
(ed s), L e a d e rsh ip  and  O rg a n iz a tio n ; A  B ehav io ra l S c ien ce  A pproach  
(New Y ork: Me G ra w -H ill Book C o ., I n c . ,  1961), p . 5(S>.
3 5  ~Sm ith , op. c i t .
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T h ere  a r e  two b a s ic  th e o r ie s  of em pathy : th e  ro le  th e o ry , and  the  
36in fe re n c e  th e o ry . A cco rd in g  to r o le  th eo ry , a  p e r s o n 's  b eh av io r can  
be p re d ic te d  fro m  th e  p a r t ic u la r  ro le  re la tio n sh ip s  in  w hich  he is  in ­
vo lved . T he b asic  p ro b lem  th e n  w ould be to  d e te rm in e  the  ro le  the 
ind iv idua l th inks he  i s  p lay ing , and to  ev a lu a te  th e  p a r t ic u la r  c h a r a c te r ­
i s t ic s  a s so c ia te d  w ith  tha t r o l e .  A d e e p e r  a n a ly s is  of ro le  th e o ry  w ill
37be  postponed  un til a  l a t e r  se c tio n  of th e  p a p e r .
A ccord ing  to th e  in fe re n c e  th eo ry  of em pathy, the  f i r s t  s tep  is  fo r
38th e  p e rso n  to  com e to  know h im se lf , th a t is ,  to  fo rm  a s e lf  im ag e .
T hen, u tiliz in g  the  cap ac ity  o f p ro jec tio n  w hich e v e ry  ind iv idua l h a s , 
th e  encoder o r d e c o d e r p ro je c ts  th is  s e lf  know ledge in to  o th e rs .  He 
a tt r ib u te s  h is  own p a r t ic u la r  c h a r a c te r i s t ic s  to  the  o p p o site  p a r ty . 
A ctually , th e  in fe re n tia l  p ro c e s s  o p e ra te s  v e ry  s im ila r  to  th e  d e fen se  
m e c h a n ism , p ro je c tio n . H e re , p ro je c tio n  is  u se d  to  s ign ify  the  a c t  of 
a t t r ib u t in g  to  an o th e r what r e a l ly  is  o n e 's  own c h a r a c te r i s t i c s .  The 
im p lic a tio n  is  th a t w e a t t r ib u te  to o th e r  peop le  and the  w o rld  in  g e n e ra l 
o u r own r e a l  se lf . E m pathy, acco rd in g  to the  in fe re n c e  th eo ry , w ould
B e rio , op. c i t . , p. 121 .
37The p reced in g  d is c u s s io n  of em pathy  in  th is  p a p e r h a s  inc luded  
e le m e n ts  of both th e o r ie s .
38 The b a s ic  th e o re tic a l  w o rk  fo r  in fe re n c e  th e o ry  w as c o n trib u te d  
by G eorge  H . M ead, M ind S e lf  and S ociety  F ro m  th e  S tandpoint of a_ 
S oc ia l B e h a v o r is t , C h a rle s  W . M o rr is , e d ito r . (C hicago: U n iv e rs ity  
C hicago P r e s s ,  1934), p . 400 .
involve a  p ro c e s s  of in d u c tiv e  rea so n in g , th a t is ,  going f ro m  a sp ec ific  
know ledge, in  th e  p re s e n t  con tex t, a  know ledge of oneself, to  a  g e n e r ­
a liz a tio n ; th a t is ,  a  g e n e ra l  a s s e r t io n  about the  p e rs o n a lity  s ta te  of the  
o th e r p e rso n  o r p e rs o n s .
Im p o rtan ce  of the  P ro c e s s  of M etacom m unica tion
M etacom m unica tion  i s  th a t s e t  of cues w hich a r e  b u ilt in to  the  m e s ­
sag e  to  a s s i s t  in  in te rp re tin g  and a ss ig n in g  the  in tended  m ean in g . The 
m e ta sy m b o ls  a r e  inc luded , no t to  add in fo rm a tio n  to  th e  m e s sa g e  i t ­
se lf , bu t a s  e x p lic it o r im p lic it  in s tru c tio n s  fo r  in te rp re tin g  i t .  An 
a n a ly s is  of m etaco m m u n ica tio n  cannot s to p  h e r e .  It, too , i s  a  p ro c e s s .  
When th e  encoder codes th e  m e ssa g e , he  in c lu d es  m e ta sy m b o ls . D uring  
th e  p ro c e s s  of s tru c tu r in g  and tra n s m ittin g  the  m e ssa g e , th e  encoder 
re c e iv e s  feedback  fro m  i t .  T his feed b ack  m ay  in d ic a te  the  p o ss ib ility  
of in c re a s in g  the  p ro b a b ility  of the  d e s ire d  in te rp re ta t io n . Then, by 
u se  of w o rd s o r o th e r  s ig n s , the  encoder g ives fu r th e r  in s tru c tio n  fo r 
in te rp re ta t io n .
Not only does th e  en co d er re c e iv e  feed b ack  f ro m  the  m e s sa g e  but 
he  a lso  re c e iv e s  feed b ack  a r is in g  du ring  the  p ro c e s s  of decod ing . The 
s tim u li f ro m  th is  feed b ack  m ay  be  evaluatecL as a  need  o r oppo rtun ity  
to  r e s t r u c tu r e  th e  m e s sa g e  o r  to  t r a n s m it  fu r th e r  in s tru c tio n s  fo r  
in te rp re tin g  the  p rev io u s  m e s s a g e . In su m m a ry , m etaco m m u n ica tio n  
is  v iew ed a s  being  a b so lu te ly  e s s e n tia l  to  the p ro c e s s  of com m un ica tion .
39 T annenbaum , W esc h le r, and  M a ss a r ik , op. c i t . , p . 57.
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Im p o rta n ce  of a C om m on F ra m e  of R e fe re n c e
The re q u ire m e n t of so m e  com m on fie ld s  of e x p e r ie n c e  fo r  the
com m un ican ts is  fundam en ta l to  the  p ro c e s s  of co m m u n ica tio n . W hile
the com m un ican ts m u s t not n e c e s s a r i ly  hav e  had  the  sam e  e x p e rie n c e s
w ith  the su b je c t of com m un ica tion , th ey  m u s t a t le a s t  have  had  re la te d
e x p e rie n c e s . F o r  exam ple , one who has b een  an  a rd e n t r e s e a r c h e r  of.
the a v a ila b le  in fo rm a tio n  on A n ta r tic a  m ay  be ab le  to  hold  a  v e ry
m ean ingfu l c o n v e rsa tio n  w ith  an e x p lo re r  who h as spen t th e  g re a te s t
40p a r t  of h is  l ife  in  the  a r e a .  T hey have  both  gained  e x p e rien c e  on the
su b jec t in  d iffe re n t w ays, y e t both a r e  p ro b ab ly  w ell v e rs e d  in  th is
p a r t ic u la r  su b je c t a r e a .
A p e rso n  can  only in te r p r e t  sym bols in  te rm s  of h is  p a s t  e x p e ri-
41
ence w ith  th e s e  sy m b o ls . If th e re  is  no p a s t  e x p e rien c e , then  
com m un ica tion  is  im p o ss ib le  and on ly  m is  co m m un ica tion  can  r e s u l t .  
F o r  exam ple , a  c o n v e rsa tio n  in  R u ss ia n  w ould no t be p o s s ib le  fo r  th e  
w r i te r .  S ince h e  h a s  h ad  no p a s t  e x p e rie n c e  w ith th e  R u ss ia n  language, 
the  sym bo ls cou ld  not have  a sh a re d  m ean ing  and couid  only be
4
a ss ig n e d  som e m ean in g  qu ite  d iffe re n t f ro m  the in ten t of th e  m e s sa g e .
40
W ilbur S c h ram m  (ed), "How C om m unication  W orks, " The 
P ro c e s s  and E ffec ts  of M ass C om m unication  (U rbana, I l lin o is :
U n iv e rs ity  of I llin o is  P r e s s ,  1949), p . 6.
41 W ilbur S c h ram m  (ed), "T he M eaning of M eaning, " T he P ro c e s s  
and E ffec ts  of M ass C om m unication  (U rbana, I l l in o is : U n iv e rs ity  of 
I llin o is  P r e s s ,  1949)» pp . 1 1 1 - 1 1 2 . .
A nother exam p le  w ill f a c i l i ta te  in  i l lu s tra t in g  the  ro le  of p a s t  e x p e r i­
ence in  a ss ig n in g  m ean in g . To a n a tiv e  on one of th e  P a c if ic  Is lan d s 
who re m e m b e rs  W orld  W ar II, an a irp la n e  m ay  be  p e rc e iv e d  a s  being 
a la rg e  b ird  w hich  d is s ip a te s  f i r e ,  d e s tru c tio n , and d ea th . Yet to  a 
b u s in e ssm a n  in  New Y ork  C ity , th e  sa m e  a irp la n e  is  p e rc e iv e d  w ith  a 
co m p le te ly  d iffe re n t m ean in g .
A sym bol can  have m any  d iffe re n t m ean ings a cco rd in g  to  th e  ex­
p e r ie n c e  th a t d iffe ren t in d iv id u a ls  have  had w ith  th e  sym bo l. The 
sym bol o r w ord  " f ish "  is  a  good ex am p le . To a c o m m e rc ia l  f i s h e r ­
m an, th e  sym bol evokes a  p a r t ic u la r  im age  and m ean in g . To a ch ild  
who h a s  a  hom e a q u a riu m , th e  sym bol w ould p ro b ab ly  evoke a 
d iffe re n t im ag e  and m ean in g . F o r  an  a rd e n t b a ss  f ish e rm a n  in  South 
L o u is ian a , th e  sym bol w ould evoke s t i l l  an o th e r m en ta l im a g e . T his 
exam ple  i l lu s t r a te s  th a t a  sym bo l m ay  have the  sam e  d en o ta tiv e  m e a n ­
ing fo r  d iffe re n t people  bu t h igh ly  d iv e rg e n t conno ta tive  m ea n in g s .
In su m m ary , co m m un ica tion  is  im p o ss ib le  u n le s s  th e  com m un i­
can ts  have  h ad  som e s im ila r  e x p e rie n c e  w ith  the  sym bo ls of com m u­
n ic a tio n . A lso , co m m un ica tion  be tw een  co m m u n ican ts  who a r e  using  
fa m ilia r  sym bo ls bu t hav e  had  e n tire ly  d iffe re n t e x p e rie n c e s  w ith  them , 
o r a r e  c o m p le te ly  u n fa m ilia r  w ith  th e  r e a l i t i e s  behind  th o se  sym bo ls, 
is  v e ry  low if  ach iev ed  a t  a l l .  Thus a s  the  hom ogene ity  of e x p e rien c e
39
w ith  th e  sym bols of com m unica tion  a s  w e ll a s  th e  r e a l i t ie s  behind
th o se  sym bo ls  in c re a s e s ,  the  p ro b a b ility  of ach iev ing  com m un ica tion  
42
in c r e a s e s .
Im p o rta n c e  of P e rc e p tio n
The old c lich e , "B eauty  is  in  the  eyes of th e  b eh o ld e r, " sa y s  a
43
g re a t  d e a l abou t p e rc e p tio n . P e rc e p tio n  is  in tim a te ly  r e la te d  to 
the  p ro c e s s  of a b s tra c tin g . I t  invo lves the  se le c tiv e  re c e ip t  of 
s tim u li fro m  the  env ironm en t of th e  p e rc e p to r  and the p ro c e s s in g  of i t  
to fo rm  an  im ag e  o r judgm en t r e la te d  to  the  s tim u li . " . .  .p e rc e p tio n  
is  the  in te rp re t iv e  p ro c e s s  th ro u g h  w hich we p a s s  a ll  s tim u li th a t we
A ctu a lly  th is  d isc u ss io n  p inpo in ts the  fo cu s  of ed u ca tio n . E d­
u ca tio n  is  an  a ttem p t to  b ro ad e n  th e  in d iv id u a l's  a re a  of e x p e rien c e  
w ith  c e r ta in  sym bo ls and the  r e a l i t ie s  beh ind  th e s e  sy m b o ls . Thus, 
th ro u g h  education , one can  v ic a r io u s ly  e x p e rie n c e  w hat h as  b een  
ex p e rien c ed  f i r s t -h a n d  by o th e r  in d iv id u a ls . T hen two in d iv id u a ls  who 
have v ic a r io u s ly  had  the  sam e  e x p e rie n c e s  can  com m un ica te  w ith  
u n d er stand ing  concern ing  th o se  e x p e r ie n c e s . A lso , w hen one has 
v ic a r io u s ly  ex p erien ced , he  is  b e tte r  p re p a re d  fo r  the p r im a ry  e x p e r i­
en ce . F o r  exam p le , a  p e rso n  who h as  r ig o u ro u s ly  s tu d ied  th e  geog­
raphy , c u ltu re , e tc . of th e  B lue R idge M ountains a re a  could  m o re  th an  
lik e ly  co m m u n ica te  w ith u n d e rs tan d in g  w ith  th e  m o u n ta in e e rs  of th is  
a re a ,  even though h e  had n e v e r  beeii th e re  b e fo re  in  h is  l ife . On the  
o th e r  hand, a  p e rso n  who know s of th e  a r e a  but nothing of the  fo lk lo re  
of the  peop le  would have a  v e ry  d ifficu lt tim e  u n d e rs tan d in g  th e  
peop le  and a ls o  in  getting  th em  to  u n d e rs ta n d  h im . A p e rs o n  w ith  a 
b ro ad  backg round  of p r im a ry  and  v ic a r io u s  e x p e rie n c e s  (in tra d itio n a l  
te rm in o lo g y , an  educated  p e rso n )  should  be m o re  sk ille d  in  e s ta b l is h ­
ing em pathy  w ith  o th e rs .
43 F o r  e x ce llen t su m m a rie s  of w o rk  in  the  a r e a  of p e rc e p tio n , se e  
H aro ld -H ake, " P re c e p tio n ,"  A nnual R eview  of P sycho logy , P a u l R. 
F a rn sw o rth , e d ito r, Olga Me N e m ar and Q uinn Me N e m ar, a s s o c ia te  
e d ito r s .  (XIII, P a lo  A lto, C a l i f . : A nnual R ev iew s, I n c . ,  1962), 
pp . 145 - 17-1; and Sheldon S. Z alk ind  and  T im o thy  W. C o ste llo ,
40
44
a c c e p t fro m  our e n v iro n m e n t.. . . 11 P e rc e p tio n  is  a ls o  v iew ed  a s  a
45
tra n s a c tio n  p ro c e s s  betw een  th e  p e rc e iv e r  and p e rc e iv e d . A c c o rd ­
ing to  th is  concep t, p e rc e p tio n  is  " . .  . a  p ro c e s s  of n e g o tia tio n  in
w hich the  p e rc e p tu a l end p ro d u c t is  a  r e s u l t  of in flu en ces  w ith in  the
46
p e rc e iv e r  and  of the  c h a r a c te r is t ic s  of th e  p e r c e iv e d ."
Two b ro a d  c la s s if ic a tio n s  of fa c to r s  have  b een  advanced  a s  the  
m a jo r  d e te rm in a n ts  of p e rc ep tio n . T h ese  a r e  s t r u c tu r a l  f a c to r s  and 
functional f a c to r s .  "B y s t ru c tu ra l  fa c to r s  I m ea n  th o se  fa c to r s  d e ­
riv in g  so le ly  fro m  th e  n a tu re  of the  p h y s ic a l s t im u li and  th e  n e u ra l
47
effec ts  they  w o rk  in  th e  n e rv o u s  sy s te m  of the  in d iv id u a l." T he 
se n so ry  fa c to r s  of th e  ind iv idua l a r e  b e liev ed  to  fo rc e  th e  o rg an iz a tio n  
of s tim u li r e la tiv e ly  independen t of o n e 's  rea so n in g , n e e d s , m oods, 
p a s t le a rn in g , e tc . W hile th e  g e s ta l t  p sy c h o lo g is t does no t deny the
" P e rc e p tio n : Som e R ecen t R e s e a rc h  and Im p lica tio n s  fo r  A d m in is tra ­
tion , " A d m in is tra tiv e  S cience  Q u a r te r ly , VII (S ep tem b er, 1962),
218 - 235.
44
S ch ram m , T he P ro c e s s  and E ffec ts  of M ass C om m unication , 
p . 109.
45
H adley C a n tr i l ,  " P e rc e p tio n  and In te rp e rs o n a l B eh av io r, " 
A m e ric an  Jo u rn a l  of P s y c h ia try , CXIV, (1957), 119 -  126.
46
Z alk ind  and C o ste llo , op. c i t . , p . 220.
47D avid K re tc h  and  R ic h a rd  S. C ru tch fie ld , " P e rc e iv in g  th e  
W o rld ,!' T he P ro c e s s  and E ffe c ts  of M ass C om m unication , ed . W ilbur 
S ch ram m . (U rbana , I llin o is : U n iv e rs ity  of I llin o is  P r e s s ,  1949), 
pp . 116 - 137.
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in flu en ce  of m o tiv a tio n , p e rs o n a lity  n e ed s , m e n ta l s e t , e tc . ,  h e  b e ­
lie v e s  th a t s e n so ry  fa c to rs  a r e  th e  b a s ic  d e te rm in a n ts  of im ag e  fo rm a -
48tion  f ro m  the  s tim u li.
"T he functional fa c to rs  of p e rc e p tio n a l o rg an iz a tio n  . . . a r e
th o se  w hich d e riv e  p r im a r i ly  fro m  th e  n eed s , m oods, p a s t  e x p e ri-
49
e n ce s , and m e m o ry  of the  ind iv id u a l. " T hus, acco rd in g  to  th is  lin e
of rea so n in g , i t  is  th e  p e rs o n a lity  n eed s , e tc . ,  of th e  ind iv idua l w hich
d e te rm in e  w hat i s  p e rc e iv e d  r a th e r  th an  th e  n a tu re  of the  p h y sica l
s t im u li . The a rg u m e n t is  advanced  by the  p roponen ts of the  functional
th e o ry  th a t th e  d iffe re n t in te rp re ta t io n s  a s s ig n e d  to  th e  sa m e  s e t  of
s tim u li  a r e  no t th e  r e s u l t  of s t ru c tu ra l  f a c to r s .  F o r  ex am p le , if  a
h u n g ry  p e rso n  and  a p e rs o n  who had  ju s t  f in ish ed  eating  w e re
p re s e n te d  w ith  a  p a r t ic u la r  im ag e , th e  f i r s t  m ay  in te rp r e t  i t  a s  a food
o b jec t w hile  the  l a t te r  is  m o re  lik e ly  to  p e rc e iv e  it  a s  being  som eth ing
e ls e . The d iffe re n t in te rp re ta t io n  w hich o c c u rs  is  a ttr ib u te d  p r im a -
50
r i ly  to  the  func tiona l f a c to r s ,  th a t i s ,  the  n eed s of the  in d iv id u a l.
The q u estio n  a r is e s - -w h ic h  is  th e  b a s ic  d e te rm in a n t of p e rc e p ­
t io n ?  S trong ev idence  in d ic a te s  bo th  s t r u c tu r a l  and fu nc tiona l fa c to rs  
a r e  v e ry  im p o rta n t. A ctually , th e  w r i te r  does not b e lie v e  e ith e r  
f a c to r  can  function  in  the  p e rc e p tu a l p ro c e s s  to  the  ex c lu sio n  of the 
o th e r , b e ca u se  th ey  a r e  in s e p a ra b le . E ach  i s  dependent upon the
48 49 50
Ib id .,  pp. 1 1 6 -  117. Ib id . ,  p . 117. Ib id . ,  pp . 1 1 7 -  118.
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o th er and n e ith e r  o p e ra te s  a lo n e . Both w ill be c o n s id e re d  a s  b as ic  
d e te rm in a n ts  of p e rc ep tio n .
A num ber of g e n e ra l p ro p o sitio n s  co n cern in g  the  n a tu re  of p e rc e p ­
tion  a re  w orthy  of c o n s id e ra tio n .
1. "T he p e rc e p tu a l and cogn itive  f ie ld  in  i ts  n a tu ra l s ta te  is  o rg an ­
iz e s  and s t ru c tu re s  h is  en v iro n m en t in  a  m ean ingfu l w ay . Even when 
the  o b jec ts  o r even ts w hich a r e  p rov id ing  the  s tim u li a r e  new  and 
b iz a r r e ,  th e  p e rs o n  s t i l l  s t ru c tu re s  and o rg a n iz e s  th e  s tim u li so  a s  to 
m ake  them  m ean ing fu l fo r h im s e lf .  A p e rso n  o rg a n iz e s  h is  p e rc ep tio n s  
of o b jec ts , ev en ts , id e a s , e tc . ,  im m e d ia te ly  and acco rd in g  to  h is  p a s t 
e x p e rie n c e .
522. P e rc e p tio n  is  a  func tiona lly  se le c tiv e  p ro c e s s .  F in ite  m an  
is  in cap ab le  of p e rc e iv in g  the  in fin ite  c h a r a c te r is t ic s  of any  event o r 
o b jec t; th a t i s ,  he is  in cap ab le  of re c e iv in g  the  in fin ite  n u m b er of 
s t im u li  a r is in g  fro m  an  event o r  o b jec t. C onsequently , f ro m  the  la rg e  
bo m b ard m en t of s tim u li in  th e  p e r s o n 's  env ironm en t, he  i s  fo rc e d  to  
choose  only a  se le c te d  few.
Not only i s  p e rc e p tio n  sa id  to  be se le c tiv e , but a ls o  fu n c tio n a l.
The functional a sp e c t of p e rc e p tio n  a s s e r t s  th a t th e  s tim u li w hich have 
the  p o ten tia l of se rv in g  the im m e d ia te  p u rp o se s  of the  p e rc e iv in g
ize d  and m ean ing fu l. T h is p ro p o s itio n  a s s e r t s  th a t a  p e rs o n  o rg an -
51
Ib id .,  p . 118.
52
Ib id . , p . 121.
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ind iv idua l a r e  lik e ly  to  be s e le c te d . The fo llow ing s ta te m e n t in d i­
c a te s  th e  im p o rta n c e  of fu n c tio n a lity  to  th e  in d iv id u a l's  p e rc e p tio n :
T h e re  a r e  no im p a r tia l  f a c ts .  They do no t have  a 
log ic  of th e ir  own th a t r e s u l ts  in  the  sa m e  p e rc e p tio n s  
and cogn itions fo r  a l l  p eo p le . T hey a r e  p e rc e iv e d  and 
in te rp re te d  in  te r m s  of the  ind iv idua l p e r c e lv e r 's  own 
n e ed s , own em o tions, own jp ^rsonality , own p re v io u s ly  
fo rm ed  cogn itive  p a t te rn s .
3. The p e rc e p tio n  of a s u b s tru c tu re , subgroup , event, e tc . ,  to  a
la rg e  ex ten t, is  d e te rm in e d  by the  p e rc e iv e d  c h a r a c te r i s t ic s  of th e
s t ru c tu re ,  g ro u p , o r  w hole to  w hich  th e  s u b s tru c tu re , subgroup , o r 
54
event b e lo n g s . An even t o r  o b jec t is  p e rc e iv e d  w ith in  the  f r a m e ­
w o rk  of the  p e r c e iv e r 's  concep tion  of the  w hole . T hat i s ,  th e  
c h a r a c te r i s t ic s  of th e  w hole, w ith  w hich  the  o b jec t o r  even t i s  id e n ti­
fied , a r e  u su a lly  a s c r ib e d  to  th e  even t o r o b jec t by the  p e rc e iv e r .
F o r  ex am p le , if  John  Doe id e n tif ie s  h im s e lf  a s  a  co m m u n ist, th e  p e r ­
c e iv e r  is  l ik e ly  to  a s c r ib e  to  Jo h n  D oe the  c h a r a c te r i s t ic s  th a t  he 
u n d e rs ta n d s  th e  g roup  "co m m u n is t"  to  h av e .
4 . O b jec ts  and  even ts  s im ila r  in  a p p e a ra n c e  o r  p ro x im ity  in  a
p a r t ic u la r  s p a c e - t im e  in te rv a l  a r e  p e rc e iv e d  a s  belonging  to  a
55
com m on s t ru c tu r e .  Two ex am p le s  w ill be  u sed  to  i l lu s t r a te  the  p e r ­
c ep tu a l im p lic a tio n s  of th e  p ro p o s itio n . F i r s t , :  a  p e rso n  is  to ld  the  
th r e e  peop le  who w ill e n te r  a ro o m  a r e  a m a r r ie d  coup le  and a  sin g le  
p e rs o n . A ccord ing  to  ou r p ro p o s itio n , th e  two p e rso n s  p e rc e iv e d  a s
53Ib id .,  p . 128. 54Ib id .,  pp . 128 - 133. 55I b id . , pp . 133 - 136.
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being the  m a r r ie d  couple  w ill be  the  m an  and w om an who ten d  to  s tay  
c lo se  to  each  o th e r . A second  exam ple  i l lu s t r a te s  an o th e r e x tre m e ly  
im p o rta n t a sp e c t of th e  p ro p o sitio n , th e  p e rc e p tio n  of c a u se  and 
e ffec t. If even ts  X, Y, and Z o ccu r in  th a t o rd e r , to  w hich of the  
th re e  p o ss ib le  c a u se s  X, Y, and Z w ill the  effect, M, be  a ttr ib u te d ?  
W ithin the  fra m e w o rk  of the  p re s e n t  p ro p o sitio n , th e  e ffec t M w ould be  
a ttr ib u te d  to  c a u se  Z b e c a u se  of the  p ro x im ity  of o c c u rre n c e  of th e  two 
even ts in  s p a c e - t im e .
The p reced in g  d isc u ss io n  h a s  been  p r im a r ily  co n ce rn e d  w ith  the 
p e rc e p tu a l p ro c e s s  i ts e l f .  Now s e v e ra l  p ro p o sitio n s  r e la te d  to  the  
r e a l is t ic  p e rc e p tio n  of people  w ill be  m en tio n ed  w ithout e la b o ra tio n :
1. Knowing o n ese lf  m ak es  i t  e a s ie r  to  se e  o th e rs  a c c u ra te ly .
2 . O n e 's  own c h a r a c te r i s t ic s  a ffe c t the  c h a r a c te r is t ic s  he  is  
lik e ly  to  see  in  o th e rs .
3. The p e rso n  who a c c e p ts  h im se lf  is  m o re  lik e ly  to  be ab le  
to  se e  fa v o ra b le  a s p e c ts  of o th e r  peop le . ^
P e rc e p tio n  is  a com plex  phenom ena; consequen tly , any  b r ie f  an­
a ly s is  of the  com plex  su b je c t m u s t of n e c e s s i ty  be highly  se le c tiv e  
and c u rs o ry , a s  the p rec ed in g  d isc u ss io n  h as been .
56 Z alk ind  and  C o ste llo , op. c i t . , pp . 227 - 228.
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In te rp re ta tio n  of M eaning
Any d isc u ss io n  of p e rc e p tio n  n a tu ra lly  le a d s  to  a d isc u ss io n  of 
57m ean in g . In fac t, the  tw o concep ts a r e  in s e p a ra b le . " P e rc e p tio n
is  the  in te rp re t iv e  p ro c e s s  th rough  w hich  we p a ss  a ll  s t im u li  th a t we
accep t f ro m  ou r en v iro n m en t, and m ean ing  is  w hat co m es out of th is
58
p r o c e s s - - th e  p ic tu re  in  o u r h e a d ." T hus, fo r  th e  ind iv idua l, m e a n ­
ing is  th e  end p ro d u c t of p e rc e p tio n .
An often confused  concep t of m ean ing  is  th a t i t  r e s id e s  in  sym bols 
o r in  m e s s a g e s . H ow ever, the  p rev io u s  d isc u ss io n  in th is  p a p e r  c le a r ­
ly  in d ic a te s  th a t m ean ing  does not r e s id e  in  sym bo ls but in  in d iv id u a ls , 
and is  a s s ig n e d  to  sy m b o ls .
W hat we p e rc e iv e , in  a la r g e  p a r t ,  is  o u r own c re a tio n , 
and depends upon the a ssu m p tio n s  we b rin g  in to  a p a r t ic u la r  
s itu a tio n . We se em  to  give m ean ing  and o rd e r  to  se n so ry  
im p ingem en t in  te rm s  of our own n eed s and p u rp o se s  and th is  
p ro c e s s  of se le c tio n  i s  a c tiv e ly  c re a t iv e .
B ecau se  of com m on e x p e rie n c e s , two p e rs o n s  o r  m any  peop le  
m ay  a s s ig n  th e  sa m e  m ean ing  to  sy m b o ls . The s ig n ific an t po in t of
57F o r  a c la s s ic  in  th e  a re a  of m ean in g  se e  C . K. Ogden and  I. A. 
R ic h a rd s , The M eaning of M eaning: A Study of th e  In fluence  of 
L anguage Upon Thought and  of the  S c ience  of Sym bolism  (New Y ork: 
H a rc o u rt, B ra c e  and  C o ., I n c . ; and  London: R outledge and K egan 
P au l, L td . ,  1956), pp. 363.
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S ch ram m , The P r o c e s s  and E ffec ts  of M ass C om m unication , 
p . 109.
59 C a n tr il , op. c i t . , p . 123.
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th is  d isc u ss io n  i s  th a t m ean ing  is  the  w ay  one re sp o n d s  to  th e  sy m ­
bols in te rn a lly  and the  p re d isp o s itio n  he  has to  re sp o n d  to th em  
60
e x te rn a lly .
On a p h ilo so p h ica l le v e l th e  two co n cep ts , m ean ing  and re a li ty , 
would be id e n ti tie s . T hus, w ith in  the  p h ilo so p h ica l f ra m e  of r e f e r ­
ence, m eaning  deno tes w hat re a l ly  e x is ts , o r  r e a l i ty .  In the  p re c e d ­
ing p a ra g ra p h , th e  d isc u ss io n  h as d e a lt w ith m ean ing  on a lo w er lev e l 
of a n a ly s is , w h ere  m ean ing  is  w hat e x is ts  fo r  th e  ind iv idua l. F o r  the 
p reced in g  and succeed ing  d isc u ss io n  the  l a t te r  concep t is  the  m o s t 
im p o rtan t one. W hat e x is ts  fo r  the  ind iv idua l is  th e  re a lity  fo r  h im , 
and th e  only w ay he  can  te s t  the  v a lid ity  of h is  p e rc e p tio n  of th e  re a l i ty  
and th e  m eaning  he  h as a ss ig n e d  to  i t  is  to  c o m p a re  h is  p e rc ep tio n  w ith  
the  p e rc e p tio n  of a  la rg e  n u m b er of p eo p le . T h e re fo re , fro m  th e  p e r ­
sona l poin t of view , r e a l i ty  could  be v iew ed  a s  th e  a r ith m e tic  m ean  of 
th e  d is tr ib u tio n  of th e  p e rc e p tio n s  of a la rg e  n u m b er of people .
In su m m ary , s e v e ra l  in fe re n c e s  and im p lica tio n s  re la te d  to  the  
p reced in g  concep t of m ean ing  w ill be p re s e n te d  w ith  a  m in im um  of 
e lab o ra tio n .
1. M eaning is  the  in te rn a l  re sp o n se  to  s tim u li and the  in te rn a l  
s tim u la tio n  th a t th e se  re s p o n se s  e lic i t .  C onsequently , peop le  a s s ig n  
s im ila r  m eaning  to  s tim u li only to the  ex ten t th a t th ey  have had  s im ila r
60B e rio , op. c i t . , p . 184.
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ex p e rien c es  w ith th em . H ow ever, no two in d iv id u a ls  w ill e v e r  a s s ig n
61
exac tly  th e  sam e m ean ing  to  the  sa m e  s e t  of s tim u li.
2. In in te rp re tin g  o r  a ss ig n in g  m ean ing  to  a  m e s sa g e  o r to
s tim u li the  re c e iv e r  u til iz e s  h is  e x p e rie n c e s  and le a rn e d  re s p o n s e s .
An encoder m u st a lw ays adap t th e  m e s sa g e  to the  d eco d e r, if he  is  to
62keep  the  d is to r tio n  lev e l a t  a m in im u m .
3. The re c e iv e r  in te rp re ts  th e  m e s sa g e  so a s  to  p re v e n t changes 
in  f irm ly  e s ta b lish e d  p e rs o n a lity  p a t te rn s .  A p e rso n  tends to  r e in ­
fo rc e  h is  p a r t ic u la r  p e rs o n a lity  s t ru c tu r e  th rough  se le c tiv e  p e rc e p ­
tio n  and evaluation . T h e re fo re , d is to r tio n  of in tended  m ean ing  of
m e s sa g e s  can be p a r t ia l ly  exp la ined  a s  the  a tte m p t of th e  r e c e iv e r  to '
63
m ain ta in  o r  to re in fo rc e  a p a r t ic u la r  p e rs o n a lity  s tru c tu r in g .
4. A p e rc e iv e r  h a s  a d e s ir e  to  ob tain  w ho len ess in  h is  p e rc e p tio n . 
T h e re fo re , th e re  is  a  tendency  fo r a r e c e iv e r  to g roup  c h a ra c te r is t ic s  
to  ach ieve  th is  w h o le n ess . A m e ssa g e  w ith in co m p le te  in fo rm a tio n  w ill 
ten d  to  be  com pleted  by the  r e c e iv e r .  T his type of p e rc e p tio n  m ay  le a d  
to  d is to r tio n . N e v e rth e le ss , even  though the  cap ac ity  can  be u sed  to  
d is to r t  m e s sa g e s , i t  is  s t i l l  v e ry  im p o rta n t to  the  deco d er in  ach iev ing
6 lIb id .
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S chram m , The P ro c e s s  and E ffec ts  of M ass C om m unication , 
pp . I l l  - 112.
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I b id . , p . 112.
co m m u n ica tio n . Seldom  does any m e s sa g e  con ta in  a l l  th e  in fo rm a tio n
64
needed ; thus i t  m u s t be com pleted  by the  r e c e iv e r .
W hile o th e r a sp e c ts  of the  m odel of th e  p ro c e s s  com m un ica tion  
could  be p re s e n te d  h e re , i t  is  b e liev ed  th a t the  ones se le c te d  a r e  su f­
f ic ie n t to  le a d  to a  b a s ic  u n d e rs tan d in g  of co m m u n ica tio n . H ow ever, a 
n u m b er of fa c to rs  in te r f e r e  w ith the  p ro c e s s ,  and th e se  d is tu rb a n c e s  
a r e  the  su b jec t of the  succeed ing  to p ic .
In te r fe re n c e  w ith  the  P ro c e s s  of In te rp e rs o n a l  C om m unication
In th e  follow ing d isc u ss io n , s e le c te d  a sp e c ts  of som e m a jo r  c a u se s  
of in te rp e rs o n a l  com m un ica tion  fa i lu re s  w ill be iso la te d  and exam ined . 
The p re s e n ta tio n  is  not in tended  to  im p ly  th a t a  p a r t ic u la r  v a r ia b le  can  
be a ss ig n e d  a s  th e  c a u se  of a m isco m m u n ic a tio n . In a  so c ia l s itu a tio n , 
th e se  b a r r i e r s  in te ra c t ,  and  a n u m b er of th em  m ay  co n tr ib u te  to  any one 
m isco m m u n ic a tio n  a c t .  B a r r i e r s  to  com m un ica tion  in  m u ltip e rso n  
( th re e  o r  m o re )  sy s te m s  w ill be  c o n s id e re d  la te r  in  the  p a p e r .
L ack  of a  C om m on F ra m e  of R e fe re n c e
F ra m e  of r e fe re n c e  is  u se d  to  deno te  th e  p a s t and p re s e n t  fu n c ­
tio n a lly  re la te d  fa c to rs  w hich o p e ra te  in  the  p sy ch o lo g ica l m ec h an ism  
of an  ind iv idua l and  d e te rm in e  h is  p sy ch o lo g ica l phenom ena. An
exam ple  of one such  p sy ch o lo g ica l phenom ena would be the  a ss ig n in g
65
of m ean ing  to  m e s s a g e s  and sy m b o ls . If two ind iv idua ls have  not
64Ib id . , pp. 112 - 113.
65K re tc h  and C ru tch fie ld , op. c i t . , p . 131.
had  s im ila r  p a s t o r p re s e n t  e x p e rien c es  w ith  a  com m on se t of sym bols 
a n d /o r  th e  r e a l i t ie s  behind  the sym bo ls, th e s e  ind iv idua ls  w ill no t have 
com m on f ra m e s  of r e fe re n c e . C onsequently , the  p ro b a b ility  is  v e ry  
s m a ll  th a t th e  p sy ch o lo g ica l p ro c e s s  of evaluating  and a ss ig n in g  
m ean ing  to  th e  sam e  se t of sym bols by such  ind iv idua ls w ill p ro d u ce  
the  sam e  r e s u l t s .  T h e re fo re , the  p ro b ab ility  of ach iev ing  co m m u n ica ­
tion  is  v e ry  low .
C o n tras tin g  f ra m e s  of re fe re n c e  a lso  in te r f e r e  w ith  the  p ro c e s s  of 
co m m u n ica tio n  by y ield ing  opposing defin itions of the  s itu a tio n . A p e r ­
son  tends to  define  th e  p rev a ilin g  n a tu re  of h is  en v ironm en t in  e v e ry  
s p a c e - t im e  in te rv a l .  The p ra c t ic e  of s tru c tu r in g  the en v iro n m en t in 
w hich  an even t o c c u rs  is  c a lle d  d e lin ea tio n  of the  f ie ld . The defin ition  
of th e  s itu a tio n  by th e  ind iv idual in  any s p a c e - t im e  in te rv a l  is  d e te r ­
m in ed  by h is  p a r t ic u la r  c u r re n t  f ra m e  of r e fe re n c e . H is defin itio n  
w ill le a d  h im  to  " . . . adopt ro le s , apply  ru le s ,  in s tig a te  ac tio n , and 
th ink  and fe e l in  a m an n e r w hich h as  p ro v en  su c c e ss fu l in  th e  p a s t .  ^  
T hus, the  ind iv idua l is  led  to adopt b eh av io r a p p ro p r ia te  to  h is  p a r t i c ­
u la r  d e fin itio n  of th e  s itu a tio n . T h e re fo re , i t  is  p re d ic ta b le  th a t 
d ifficu lty  w ill a r i s e  when two ind iv idua ls w ith  opposing f ra m e s  of r e f ­
e re n c e  a r e  b rough t in to  a com m unica tion  s itu a tio n . A lthough the
J u rg e n  R u esch , D is tu rb e d  C om m unication : The C lin ica l 
A s s e s s m e n t of N o rm al and P a th o lo g ica l C lin ica l B ehav io r (New Y ork: 
W. W. N orton  and C o . , I n c . ,  1957) p . 182.
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o b jec tiv e  s itu a tio n  is  th e  sam e fo r  bo th  in d iv id u a ls , i t  is  defined  
d iffe ren tly  by each . H ence, th e  d iffe rin g  p sy ch o lo g ica l s e ts  a t  th is  
p a r t ic u la r  s p a c e - t im e  in te rv a l  w ill  le a d  to  d iffe re n t v iew s of the c o m ­
m un ication  s itu a tio n  and  to d iffe re n t co m m u n ica tiv e  b e h a v io r . C on­
sequen tly , b e c a u se  of d iffe ring  d e fin itio n s  of th e  s itu a tio n , one of the
67
b asic  cues to  in te rp re t in g  the m e s s a g e  is  d is to r te d .
C o n tras tin g  f ra m e s  of re fe re n c e  in te r f e r e  w ith  th e  p ro c e s s  of 
in te rp e rs o n a l com m un ica tion  in  s t i l l  a  th ird  w ay by in te r fe r in g  w ith  
th e  em path ic  p ro c e s s .  I t  is  v e ry  d ifficu lt, if  no t im p o ss ib le , to p ro je c t  
o n ese lf in to  th e  w o rld  of an o th e r u n le ss  one know s som eth ing  about th a t 
w o rld . Yet, th e  a b ility  to  em path ize  w ith  a  fellow  c o m m u n ic a n t- - th a t 
is ,  to  th ink , fe e l, and s t ru c tu re  the w o rld  a s  h e  d o e s - - i s  b a s ic  to  the  
p ro c e s s  of co m m u n ica tio n . In e s s e n c e , a  co m m u n ican t is  r e q u ir e d  to 
adap t th e  f ra m e  of re fe re n c e  of h is  opposing  e le m e n t. Yet, th is  a d a p ­
ta tio n  tak es  p lac e  w ith in  h is  own ex is tin g  f ra m e  of r e f e r e n c e .  C o n se ­
quently , if the  f ra m e s  of re fe re n c e  la c k  com m on e le m e n ts , th e  
p ro b a b ility  th a t th e  co m m u n ican t can p ro je c t  h im s e lf  in to  th e  f ra m e  of 
re fe re n c e  of th e  o th e r p e rso n  a p p ro a c h e s  z e ro .
D is to r tio n  of the  P e rc e p tu a l  P ro c e s s
In ou r d isc u ss io n , th e  em p h asis  h a s  been  upon th e  p ro c e s s  of s e le c t ­
ing evaluating , in te rp re t in g , a n d  a ss ig n in g  m ean ing  to  s tim u li f ro m  o n e 's
67Ib id .,  pp . 181 - 182.
en v iro n m en t and o rig in a tin g  o th er s tim u li in  the  fo rm  of m e s s a g e s .
A b a s ic  a ssu m p tio n  h a s  been  th a t co m m un ica tion  is  p u rp o se fu l, and 
th e  con clu sio n  re a c h e d  th a t m ean ing  does not r e s id e  in  m e s s a g e s  o r 
sym bols but w ith in  in d iv id u a ls . A lso , i t  h a s  been  concluded  th a t 
m ean ing  is  th e  fin a l s tep  of th e  p ro c e s s  of p e rc e p tio n . T h e re fo re , 
s in ce  co m m un ica tion  invo lves the  p ro c e s s  of o rig in a tin g  m e s s a g e s  in 
an  a ttem p t to  p ro v id e  a  s tim u lu s  to a  p ro sp e c tiv e  d eco d er so  th a t he 
m ay  re c o n s tru c t  the  e x p e rie n c e  o r m ean ing  w hich  gave r i s e  to  the
m e s sa g e , d is tu rb a n c e s  in  the  p e rc e p tu a l p ro c e s s  w ill d ire c tly  lead
• ,  . 68 to  d is tu rb a n c e s  in  th e  com m un ica tion  p ro c e s s .
The p itfa lls  involved  in p e rc e iv in g  and  fo rm in g  im p re s s io n s  of
o th er peop le  a r e  the  ones of m o s t in te r e s t  to  u s . One w r i te r  su g g es ts
69the  follow ing l im ita tio n s  to  fo rm ing  a c c u ra te  im p re s s io n s  of o th e rs :
1. The en v iro n m en t o r s itu a tio n  in  w hich the  im p re s s io n  is  
fo rm ed  d isp ro p o r tio n a te ly  in flu en ces  i t  a s  opposed  to  the  p e rc e p tio n  
of the  p e rs o n  p e rc e iv e d . O ur p e rc e p tio n  of o th e rs  is  p re ju d ic e d  by 
th e  s itu a tio n  in  w hich the  p e rc e iv in g  tak e s  p la c e .
68F o r  a  d isc u ss io n  of d is tru b a n c e s  in  p e rc e p tio n , see  F r i tz  
H e id e r , The P sycho logy  of In te rp e rs o n a l  R e la tio n s  (New Y ork: Jo h n  
W iley and Sons, In c . ,  1958), pp . 53 - 56.
^ Z a lk in d  and C o ste llo , op . c i t . , pp . 221 - 222.
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2. Im p re ss io n s  a r e  f req u e n tly  b a sed  upon lim ite d  o b se rv a tio n  of 
the  p e rc e iv e d  p e rs o n 's  beh av io r re s u ltin g  in  u n w a rra n te d  g e n e ra l iz a ­
tion .
3. Due to  the  n a tu re  of the  in te ra c tio n  s itu a tio n , th e  p e rs o n  p e r ­
ce ived  m ay  no t have  th e  opp o rtu n ity  to  show b eh av io r re le v a n t to  the  
t r a i t s  about w hich im p re s s io n s  a r e  being fo rm e d  by the  p e rc e iv e r .
F o r  exam ple , th e  p e rc e iv e r  m ay  fo rm  im p re s s io n s  about the  in te l le c ­
tu a l cap ac ity  of th e  p e rc e iv e d  fro m  a c a su a l c o n v e rsa tio n  a t  a  so c ia l
70
event.
The p reced in g  has been  a  l is tin g  of som e of the  e r r o r s  in  fo rm ing
im p re s s io n s  of o th e r  p eo p le . Now, we w ill exam ine som e of the
spec ific  p e rc e p tu a l p itfa lls  in  p e rce iv in g  and  fo rm in g  im p re s s io n s  of
o th e rs . The p a r t ic u la r  p itfa lls  th a t w ill be  d is c u s se d  h e re  can  be
p laced  in to  fou r b ro ad  c la s s if ic a t io n s :  s te reo ty p in g , ha lo  e ffec t, p ro -
71
jec tio n , and id e n tif ic a tio n .
S te reo ty p in g . S te reo typ ing  is  the  a c t of com bining c h a r a c te r is t ic s
of o b jec ts  o r g roups of peop le  in to  a com m on c la s s  and th en  evaluating
o r judging the ind iv idua l m e m b e r of the  g roup  on the b a s is  of o n e 's
72
p e rc e p tio n  of the  c h a r a c te r i s t ic s  of the  g ro u p  a s  a w hole. T he g roup  
N egro  can  be u se d  a s  an  ex am p le . The im p re s s io n  fo rm ed  o r  the
70Ib id . 71Ib id . , p . 222.
72S ch ram m , The P r o c e s s  and  E ffec ts  of M ass C om m unication , 
p . 113.
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ju dgm en t m ade  about Jo e  Doe, N egro , by a  p e rs o n  who s tro n g ly  
exh ib its  th e  p e rc e p tu a l t r a i t ,  s te reo ty p in g , w ill be  in fluenced  ex ten ­
s iv e ly  o r  c o n c lu siv e ly  by th e  p a r t ic u la r  s te re o ty p e  th a t the  p e rc e iv e r  
ho lds fo r the  g roup  N eg ro . "S te reo ty p es  have  developed  about m any
types of g ro u p s , and th ey  have  p re ju d ic e d  m any  of ou r p re c e p tio n s
73about th e ir  m e m b e r s ."  Som e ex am p les  of s te re o ty p e d  g ro u p s a r e
G e rm a n s , I ta lia n s , m an ag em en t, la b o r , union, b a n k e rs , e tc .
M ason H a ire  conducted  a  study w hich v iv id ly  i l lu s t r a te s  the  p e r -
74cep tu a l p itfa ll  of s te re o ty p in g . A pho tograph  w as lab e le d  a s  a 
m an ag em en t r e p re s e n ta t iv e  and a s  a  union le a d e r .  The im p re s s io n s  
fo rm e d  of the  p e rs o n  in  the  pho tog raphs w e re  opposite , y e t s im ila r ,  
w hen the  pho tog raphs w e re  show n to m an ag em en t and to  la b o r . E ach  
g roup  p e rc e iv e d  i ts  own m e m b e rs  to  be m o re  u n d e rs tan d in g  and depend­
a b le . "E ac h  had  s im ila r  s te re o ty p e s  of h is  opposite  and  c o n s id e re d  the
th ink ing , em o tio n a l c h a r a c te r i s t ic s  and in te rp e r s o n a l  re la tio n s  of h is
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o p p o site  a s  in fe r io r  to  h is  o w n ." L ik ew ise  each  g roup  p e rc e iv e d  i ts  
own g roup  a s  being m o re  a p p re c ia tiv e  of th e  o th e r 's  po in t of v iew . T his 
exam ple  i l lu s t r a te s  th e  d is to r tin g  e ffect of s te reo ty p in g  upon the  p ro c e s s  
of p e rc e p tio n .
73 Z alk ind  and C o ste llo , op. c i t . , p . 222,
74
M ason H a ire , "R o le  P e rc e p tio n  in  L ab o r-M an ag em en t R e la tio n s : 
An E x p e rim e n ta l A pproach , " In d u s tr ia l  L ab o r R e la tio n s  R eview , VIII 
(1955), pp . 204 -  216.
75 Z alk ind  and C o ste llo , op. c i t . ,  p . 223,
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H alo e ffec t. The te r m  h a lo  e ffect is  the  la b e l a ss ig n e d  to  a s i tu a ­
tion  in  w hich a g e n e ra l im p re s s io n , e ith e r  fav o ra b le  or u n fav o rab le , is
76
u sed  to  eva lua te  sp ec ific  t r a i t s .  F o r  exam ple , one t r a i t  of an  in d i­
v idual m ay  se rv e  a s  a s c re e n  to  d is to r t  the  p e rc e iv e r 's  p e rc e p tio n  of 
a ll  o th e r t r a i t s .  T a rd in e s s  of an em ployee , fo r  exam ple , m ay  re s u l t
in  h is  being ev a lu a ted  a s  unproductive  and  h is  w o rk  as being of low
77qua lity ; w h e re a s , th e  opposite  m ay  r e a l ly  be the  c a s e .
A no ther a sp e c t of th e  ha lo  effect, th e  lo g ic a l e r r o r ,  h as  been  no ted
by p sy c h o lo g is ts . I t is  th e  tendency  to  lin k  c e r ta in  t r a i t s  in  th e  p ro c e s s
of p e rc e p tio n . T his a sp e c t of th e  ha lo  e ffec t is  w e ll i l lu s tr a te d  in  the
78
r e s e a r c h  by A sch :
In h is  study  th e  add ition  of one t r a i t  to  a  l i s t  of t r a i t s  p ro ­
duced a  m a jo r  change in  th e  im p re s s io n  fo rm e d . Knowing 
th a t a p e rs o n  w as in te llig e n t, sk illfu l, in d u s tr io u s , d e te rm in ed , 
p ra c t ic a l ,  c o n sc io u s , and  w arm , le d  a  g roup  to  judge h im  to be 
a ls o  w ise , h u m o ro u s , p o p u la r, and im a g in a tiv e . When w a rm  
w as re p la c e d  by co ld  a  ra d ic a l ly  d iffe re n t im p re s s io n  (beyond 
th e  d iffe re n c e  betw een  w a rm  and cold) w as fo rm ed . 7^ -
P ro je c tio n . P ro je c tio n  is  the  p ro c e s s  of a ttr ib u tin g  to  o th e rs  o n e 's
own p a r t ic u la r  p e rs o n a lity  c h a r a c te r i s t ic s  o r em otional s ta te .  W hile
the  cap a c ity  fo r  p ro je c tio n  is  d e fin ite ly  an  a s s e t  to  ach iev ing  em pathy ,
i t  can  a ls o  s e rv e  a s  a  h in d e ra n c e . R e s e a rc h  s tu d ies  have re v e a le d
76I b id . , p . 224. 77I b id . , pp . 224 - 225.
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Solom an A sch , "F o rm in g  Im p re s s io n s  of P e r s o n s " ,  J o u rn a l 
Of A b n o rm al and S o c ia l-P sycho logy , LX (1946), 258 - 29-0.
79 Z alk ind  and C o ste llo , op . c i t . , p . 225.
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th a t f r ig h te n ed  p e rc e iv e r s  tend  to  judge  o th e r p eop le  a s  being  f r ig h t­
ened; fe a rfu l p e rs o n s  tend  to  judge an o th e r p e rs o n  a s  being  fe a rfu l;
a g g re s s iv e  peop le  and  th o se  high in  such  t r a i t s  a s  s t in g in e ss , o b s ti-
80
nacy , and  d is o rd e r l in e s s  ten d  to  r a te  o th e rs  h igh  in  such  t r a i t s .
T his r e s e a r c h  in d ic a te s  th a t the in d is c r im in a n t p ro je c tio n  of o n e 's  own 
em o tiona l t r a i t s  and p a r t ic u la r  p e rs o n a li ty  s ta te s  in to  th e -p e rce iv e d , 
d is to r ts  o n e 's  p e rc e p tio n  and  im p re s s io n s  of th e  p e rc e iv e d . F o r  ex­
am p le , " . .  . a  m a n a g e r  f r ig h te n ed  by ru m o re d  o rg a n iz a tio n a l changes 
m ig h t no t only judge  o th e rs  to  be m o re  f r ig h te n e d  than  th ey  w e re , but
a ls o  a s s e s s  v a rio u s  p o licy  d e c is io n s  a s  m o re  frig h ten in g  th an  they  
81
w e r e . "
Id en tif ic a tio n . A b a s ic  e r r o r  in  th e  p ro c e s s  of p e rc e p tio n  i s  the  
la c k  of a w a re n e s s  of th e  p ro c e s s  of a b s tra c tin g . T he o r d e r s  of 
a b s tra c tio n  a r e  o ften  confused , re s u ltin g  in  one iden tify ing  sym bo ls 
w ith  o b jec ts  th ey  r e p r e s e n t ,  and a ls o  iden tify ing  the  sa m e  o b jec t o r 
p e rs o n  in  d iffe re n t s p a c e - t im e  in te rv a ls .  The la t t e r  s e n se  of id e n ti­
f ic a tio n  is  the one of m o s t in te r e s t  to  us h e re .  Jo h n  Jo n e s  1940 m ay  
b e  id en tified  w ith  Jo h n  Jo n e s  1964, o r th e  U nited S ta tes  1940 m ay  be 
id en tifie d  w ith th e  U nited S ta te s  1964. T he la c k  of c o n sc io u sn e ss  of 
a b s tra c tin g  and the  la c k  of a w a re n e s s  of the  p ro c e s s  n a tu re  of a l l  
r e a l i ty  r e s u l ts  in  f ro z e n  ev a lu a tio n s  and, consequen tly , in  d is to r te d
80I b id . , p . 226. 81Ib id .
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p e rc e p tio n s . P e rc e p tio n  is  a  continuous p ro c e s s  of re v a lu a tio n  s in ce
ev ery th in g  p e rc e iv e d  is  d y n am ic ; o b jec ts , ev en ts , and  p e rs o n s  a r e  a ll
82
dynam ic e n tit ie s .
P e rs o n a lity  T ra i ts  of the  C o m m u n ican ts .
The p e rs o n a li ty  t r a i t s  of an  indiv idual p lay  a  v e ry  im p o rta n t ro le
83in  h is  a b ility  to  co m m u n ica te . A num ber of p e rs o n a li ty  t r a i t s
84
p re v e n t m any  peop le  f ro m  c a r ry in g  on co m p le te  co m m u n ica tio n .
Som e of th e se  p e rs o n a lity  d is tu rb a n c e s  a r e :  language  and sp eech  d is ­
tu rb a n c e s , d is tu rb a n c e s  of re te n tio n , r e c a l l  and reco g n itio n , d is tu rb ­
an ce s  of th inking, judgm en t, and  d e c is io n -m ak in g , g e n e ra l m e n ta l d u ll-
85n e s s  o r  in e r t ia ,  a g g re s s iv e n e s s ,  e g o -c e n tr ic ity , and  o th e rs . C a re fu l 
ex am in a tio n  and re f le c t io n  upon the  fo reg o in g  l i s t  of p e rs o n a li ty  d is ­
tu rb a n c e s  w ill in d ic a te  th e  v a r ie ty  of w ays th a t th e s e  p ro b le m s in te r f e r e  
w ith th e  p ro c e s s  of co m m u n ica tio n . A tho rough  a n a ly s is  of th e  in te r ­
re la tio n sh ip  betw een  co m m un ica tion  and p e rs o n a li ty  t r a i t s  is  m uch  too
82 K orzybsk i, op. c i t . , pp . 412 - 425.
83 F o r  an  ex ce llen t d is c u s s io n  of the  in te r re la t io n s h ip  betw een  
p e rs o n a li ty  and co m m u n ica tio n , see  R uesch , D is tu rb e d  C om m unication : 
The C lin ic a l A s se s sm e n t of N o rm al and P a th o lo g ic a l C lin ica l B eh av io r, 
pp . 1 -  191.
84
M. Sm ith, op . c i t . , p . 295.
85
R u esch , D is tu rb e d  C om m unication : T he C lin ic a l A s se s sm e n t of 
N o rm al and P a th o lo g ica l C lin ic a l B eh av io r, pp . 11 - 15; and Sm ith ,
Ib id .
ex ten siv e  fo r the  p re s e n t  p a p e r . H ow ever, i t  is  b e liev ed  sa fe  to
a s s e r t  th a t th is  is  th e  b asic  b a r r i e r  to  co m m un ica tion  and is  the  ro o t
86
of m any  o th er b a r r i e r s .
P h y s ic a l L im ita tio n s  in  the  P r o c e s s .
T h is  is  a v e ry  b ro ad  c la s s if ic a tio n  of p o ss ib le  b a r r i e r s .  It 
would in c lu d e  any m alfunction ing  o r d is tu rb a n c e  in  the  e x te ro c e p to rs  
of the p e rs o n  and any m alfunction ing  o r  d is tu rb a n c e  in  the  output 
m e c h a n ism . F o r  exam ple , th e  lo s s  of sig h t o r  h e a r in g  of an  ind iv idual 
would s ig n if ic an tly  a ffec t h is  co m m u n ica tio n  a b ili ty . L ik ew ise , the  
lp s s  of th e  output m ec h an ism  of sp eech  o r  w ritin g  w ould l im it  o n e 's  
co m m u n ica tiv e  s k i l ls .
Not only a r e  th e  p h y sica l a s p e c ts  of output and  input m e c h a n ism s  
im p o rta n t but a ls o  th e  p h y s ic a l l im ita tio n s  to  th e  ch an n e l. Any p h y sica l 
in te r fe re n c e  w ith  th e  channel o r  in  t r a n s m is s io n  of the  m e s sa g e  w ill 
have a  d is ru p tiv e  e ffec t upon co m m u n ica tio n . In o rd e r  to. avo id  m is c o m ­
m u n ica tio n , th e  m e s sa g e  m u s t be b ro u g h t in to  the  en v iro n m en t of a  
deco d er w ithout d is to r tio n  in  th e  p ro c e s s  of t r a n s m is s io n . U ndoubtedly 
th e  p h y s ic a l fa c to rs  in  the  p ro c e s s  of co m m un ica tion  a r e  of v ita l  
im p o rta n c e .
C h a r le s  W. M o rr is , S igns, L anguage and B eh av io r (New Y ork: 
G eorge  B ra z i l le r ,  I n c . ,  1955), pp.. 201 - 207.
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L ack  of A dequate  F e e d b ac k .
A dequate  feedback  is  of su ch  fu n d am en ta l im p o rta n c e  to  the 
p ro c e s s  of co m m un ica tion  th a t i t  is  fe lt  n e c e s s a ry  to  m en tio n  i t  h e re  
even though the  su b je c t is  c o n s id e re d , e ith e r  d ire c tly  o r in d ire c tly , in  
a  nu m b er of p la c e s  in  th is  p a p e r . F o r  w h a tev e r re a s o n s  they  m ay  
ex is t, l im ita tio n s  p laced  upon feed b ack  im p o se  a s e v e re  h and icap  on 
th e  p ro c e s s  of co m m u n ica tio n . I t is  th rough  the p ro c e s s  of feedback  
th a t the  encoder re c e iv e s  s tim u li f ro m  the  m e s sa g e  i ts e l f  and fro m  the  
re a c tio n s  of the  d eco d e r to  th e  m e s s a g e . F eed b ack  f ro m  th e se  two 
so u rc e s  gu ides the  o r ig in a to r  of a  m e s sa g e  in  d e te rm in in g  the  
n e c e s s i ty  fo r  fu r th e r  co m m u n ica tio n . L ik ew ise , th e  feedback  o r ig i ­
nating  fro m  th e  en co d e r, m o tiv a te d  by the feedback  w hich the  en co d er 
r e c e iv e s  f ro m  the d eco d e r a s  he  beg in s to decode th e  m e s sa g e , is  
in v a lu ab le  in  evaluating  th e  m e s s a g e . S ince m ean ing  does no t re s id e  
in  m e s s a g e s  but in  in d iv id u a ls , th e  cu es  p ro v id ed  by feedback  a r e  of 
u tm o s t s ig n ific an c e  in  ach iev in g  co m m u n ica tio n .
II. COMMUNICATION AND BEHAVIOR
W hile th e  follow ing d isc u ss io n  w ill c e n te r  a ro u n d  com m un ica tive  
b e h a v io r , i t  is  ev iden t th a t m uch  of the  p rev io u s  d isc u ss io n  h as  been  
c o n ce rn e d  w ith  the  sam e  su b je c t. T he p ro c e s s  n a tu re  of the  r e a li ty , 
co m m u n ica tio n , d e fie s  any  n e a t c o m p a rtm e n ta liz a tio n  of th e  su b jec t 
in to  d is tin c t, iso la te d  su b d iv is io n s . N e v e r th e le s s , in  sp ite  of th is
59
d ifficu lty , the  follow ing d isc u ss io n  w ill be v e ry  v ita l  to the  a n a ly s is  in  
th e  succeed ing  c h a p te rs .
Two im p o rta n t concep ts of hum an behav io r have  b een  se le c te d  
fo r  c o n s id e ra tio n . F i r s t ,  exam ina tion  of th e  th e o ry  of cogn itive  con­
s is te n c y  w ill invo lve  in v es tig a tin g  c e r ta in  a sp e c ts  of th e  re la tio n sh ip  
be tw een  com m un ica tion  and in te rp e rs o n a l  b eh av io r. Second, sym bo lic  
in te ra c tio n  th e o ry  w ill be su m m a riz e d  in  an  a ttem p t to c o r r e la te  p e r ­
so n a l and  in te rp e rs o n a l  b eh av io r, com m unication , so c ia l sy s te m s , and 
so c ie ty .
C om m unication  and In te rp e rs o n a l  B ehav io r 
T h eo ry  of C ognitive C o n sis ten cy
The p a s t d ecade  has se en  a  keen ly  developing in te r e s t  in  m o d e ls
of cogn itive  c o n s is te n c y  a s  p re d ic tin g  d ev ices  fo r co m m u n ica tiv e  b e -
87
h a v io r  and a ttitu d e  change . A s ta te m e n t of the th e o ry  w ill be taken
88
f ro m  one of the  m a jo r  c o n tr ib u to rs  to  it, L eon F e s t in g e r .  H is a n a l­
y s is  beg ins w ith  th e  a ssu m p tio n  th a t a  p e r s o n 's  opinions and a ttitu d e s  
e x is t in  in te rn a lly  c o n s is te n t c lu s te r s .  W hat one knows and  b e liev e s  
is  c o n s is te n t w ith  w hat he  d o e s . Yet, dev ia tions f ro m  th e s e  c o n s is t­
e n c ies  a r e  o b se rv a b le ; th a t i s ,  in c o n s is te n c ie s  e x is t w ith in  the p e r s o n 's
87 F o r  a  su m m a ry  of the  w o rk  done in  th is  a r e a  see  S ch ram m ,
T he P ro c e s s  and E ffec ts  of M ass  C om m unication , pp . 260 - 262.
88L eon F e s t in g e r ,  A T h eo ry  of C ognitive D isso n an ce  (E vanston , 
Illino is^  Row, P e te r s o n  and C o ., 1957), pp . 1 -  31.
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cogn itive  fra m e w o rk . F o r  ex am p le , peop le  m ay  know and b e liev e  
th a t sm oking is  h a rm fu l, y e t con tinue  to  sm o k e . T hus, a  co g n itiv e  
in co n s is te n cy  e x is ts .  The follow ing b a s ic  h y p o th eses  of the  th e o ry  
u tiliz e  th is  fundam en ta l a ssu m p tio n  a s  a  foundation  fo r  th e ir  a s s e r ­
tio n s ;
1. The e x is te n ce  of d isso n a n c e  being p sy ch o lo g ica lly  
un co m fo rtab le  w ill m o tiv a te  the p e rs o n  to  t r y  to 
red u c e  the  d isso n a n c e  and  ach iev e  co n so n an ce .
2. When d isso n a n c e  is  p re s e n t ,  in  ad d itio n  to  try in g  
to  re d u c e  i t ,  a  p e rso n  w ill a c tiv e ly  avo id  s itu a tio n s  
and in fo rm a tio n  w hich w ould lik e ly  in c re a s e  the
QQ ;
d isso n a n c e . 7
D isso n an ce  is  defined  a s  "T he e x is te n ce  of nonfitting  re la tio n s  am ong
co g n itio n s. . . . "  C ognition is  " . .  .a n y  know ledge, opinion, o r  b e lie f
90
about th e  env ironm en t, abou t o n e se lf  or abou t o n e 's  b eh av io r.
The e s se n c e  of the th e o ry  is  th a t d isso n a n c e  is  in e v ita b le . The
v e ry  e x is te n ce  of d isso n a n c e  g ives r i s e  to m o tiv a tin g  p r e s s u r e s  to
re d u c e  the  d isso n an ce ; and, fin a lly , the  m o tiv a tin g  p r e s s u r e s  a r e
m a n ife s te d  in  b e h a v io ra l ch an g es, th a t i s ,  changes of cogn ition  and
91c irc u m s p e c t ex p o su re  to  new in fo rm a tio n  and new  op in ions .
N ew com b in te g ra te s  c o n s is te n c y  th eo ry , com m un ica tion , and
in te rp e rs o n a l  b eh av io r in  h is  th e o ry  of "S tra in  T o w ard  S y m m etry "
92
u tiliz in g  the  ABX m o d e l. He beg in s w ith  the  b e lie f  th a t the
89I b id . , p . 3. 9° lb id . 9 1I b id . , p . 31.
92 He s e t  fo r th  th e  th e o ry  in  T . M. N ew com b, "A n A pproach  To 
v The Study of C om m unicative  A c ts , " P sy ch o lo g ica l R eview , LX (1953),
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phenom enon com m only  lab e le d  in te ra c tio n  could b e s t  be s tu d ied  a s ' 
co m m un ica tion  a c ts , and u til iz e s  th e  b a s ic  a ssu m p tio n  th a t i n t e r ­
p e rs o n a l  com m un ica tion  . .p e r fo rm s  the  e s s e n tia l  fu nc tion  of 
enabling  two o r  m o re  in d iv id u a ls  to m a in ta in  s im u lta n eo u s ly  o r ie n ta ­
tion  to  one an o th e r a s  co m m u n ica to rs  and to w ard s  o b jec ts  of cora-
93m u n ic a tio n ." He fu r th e r  a s su m e s  th a t c o o rie n ta tio n  is  e s se n tia l  to
hum an l ife . F o r  exam p le , if  th e re  w e re  two p e rs o n s  A and B and one
o b jec t X  in an en v iro n m en t, the  A, ou t of hum an n e c e s s ity , m u s t
94
o r ie n t h im s e lf  to  B and X; v ice  v e r s a  fo r  B . T he la c k  of p e rc e iv e d
c o n s is te n c y  of o r ie n ta tio n  m o tiv a te s  co m m u n ica tio n  betw een A and B :
. . th e  s t r a in  of p e rc e iv e d  n o n -c o n s is te n c y  o r d is c re p a n c y  s e rv e s  a s
an  in s tig a tio n  to  com m unica tion , a p ro c e s s  by w hich, o rd in a r i ly , con -
95
s is te n c y  is  in c re a s e d .
T he p reced in g  th e o ry  w ill now be re s ta te d  u sin g  F e s t in g e r 's  
te rm in o lo g y . P e rc e iv e d  d isso n a n c e  of o rie n ta tio n  of p e rso n s  tow ard  
each  o th e r  o r c o o rie n ta tio n  to w ard s  o b jec ts  in  th e i r  en v iro n m en t w ill
393 - 394, and la te r  p re s e n te d  the r e s u l ts  of h is  s tudy  to  t e s t  the  th e o ry  
in  T. M . N ew com b, "T he  Study of C o n sen su s , " Socio logy T oday : 
P ro b le m s  and P ro s p e c ts  (New Y ork: B asic  B ooks, In c . ,  1959), 
pp . 277 - 292.
93
N ew com b, "A n A pproach  to  th e  Study of C o m m u n ica tiv e  A c ts" , 
p . 393.
94
Ib id . , pp . 394 - 395.
95 N ew com b, "T h e  Study of C o n se n su s" , p. 282 .
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p ro v id e  a  m o tiva ting  fo rc e  fo r the  p e rso n s  to  in s ti tu te  co m m u n ica ­
tio n s  to  re d u c e  d isso n a n c e  of o r ie n ta tio n  and m ove to w ard s  consonance  
of o rie n ta tio n . The s tre n g th  of the  m o tiv a tin g  fo rc e  i s  dependent upon 
th e  s tre n g th  of the  need  fo r  c o o rie n ta tio n  o r c o n se n s u s . L ik ew ise , the  
ex ten t to  w hich one o r m o re  co m m u n ica tiv e  a c ts  le a d s  to a red u c tio n
in  d isso n an ce , is  a function  of the  s tre n g th  of the m o tiv a tin g  fo rc e
96
w hich s tim u la te d  the  co m m u n ica tiv e  a c t .
W hile the c o re  of the  th e o ry  of cogn itive  c o n s is te n c y  is  r a th e r
s im p le , i ts  ra m if ic a tio n s  a r e  fa r  rea ch in g  and  can b ecom e v e ry  com - 
97p lex . Som e of the  p ra c t ic a l  a sp e c ts  and  ra m if ic a tio n s  of th e  th eo ry
98
w ill be c o n s id e re d  in  the  c h a p te rs  on o rg an iz a tio n  b e h av io r .
96N ew com b, "An A pproach  to  th e  Study of C om m unicative  A c ts" , 
p . 395.
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T he th e o ry  of cogn itive  c o n s is ten c y  a p p e a rs  to  be c lo se ly  r e ­
la te d  to  th e  th e o r ie s  of in te rp e r s o n a l  b eh av io r u tiliz in g  anx ie ty  re d u c ­
tio n  and avo idance  a s  a b a s ic  v a r ia b le  in  explain ing  b e h a v io r . A 
re p re s e n ta t iv e  exam ple  of th a t schoo l of thought is  H a r ry  S. Sullivan, 
The In te rp e rs o n a l  T h eo ry  of P s y c h ia try  (New Y ork: W. W. N orton
and Com pany, I n c . ,  1953).
98 ’ -
W hile th e  follow ing p u b lica tio n s w e re  no t m en tioned  sp e c if ic a lly
in  the  b r ie f  su m m a ry  p re s e n te d  h e re  i t  is  f e l t  th a t th e y  a re  of such  
v ita l  s ig n ifican ce  to  the  th e o ry  of cogn itive  c o n s is te n c y  th a t th ey  
should  b e  p re s e n te d . F i r s t ,  th e  e n tire  i s s u e  of the P ub lic  O pinion 
Q u a r te r ly , XXIV, No. 2, (Ju ly , I960), w as devo ted  to  su m m ariz in g  
m uch  of th e  c u r r e n t  th ink ing  and r e s e a r c h  on c o n s is te n c y  th e o r ie s .
T his i s s u e  w as ed ited  by K atz and a ls o  con ta ined  a r t i c le s  by O sgood 
and R o sen b e rg , Cohen and Z ayone. Second, an  im p o rta n t w o rk  on con­
s is te n c y  in  a tt i tu te  o rg an iz a tio n  is  M. J .  R o sen b e rg  e t . a l . , A ttitude , 
O rg an iza tio n  and  Change (New H aven, C o n n .: Yale U n iv e rs ity  P r e s s ,  
I960). T h is book is  co n cerned -w ith  the  p ro b lem s of co n s is ten c y , 
am ong th e  cogn itive , a ffe c tiv e , and  b e h a v io ra l com ponents of a ttitu d e .
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In te ra c tio n  and se lf  o r ie n ta tio n .
T he in v e s tig a tio n  of in te ra c tio n  is r e a l ly  the  in v es tig a tio n  of the  
e ffec t of com m un ica tion  upon the  b e h av io r of the  tw o o r m o re  i n t e r ­
acting  e n ti t ie s . C om m un ication  p ro v id es  a  link  be tw een  the p e rso n  
and h is en v iro n m en t, th a t is ,  be tw een  th e  p e rso n  and the ou tside
w o rld . T hrough  th e  p ro c e s s  of in te ra c tio n  m an g a in s know ledge of 
99
the en v iro n m en t. C om m unication  th ro u g h  in te ra c tio n  a ssu m e s  
s ig n ifican t im p o rta n c e  by p rov id ing  a  s e l f - c o r r e c t in g  m ech an sim  to  
a d ju s t o n e 's  in fo rm a tio n  and know ledge about "the th in g s"  and "the 
p e rs o n s "  in  h is e n v iro n m e n t. Once m o re  the  im p o rtan c e  of feedback  
is v iv id ly  e m p h a s iz e d . S e l f -c o r re c t io n  o c c u rs  as a  r e s u l t  of f e e d ­
back  fro m  th e  p e rs o n 's  in te ra c tio n  w ith a l l  a sp e c ts  of his su rro u n d in g s , 
" C o rre c tio n  of in fo rm a tio n  o c c u rs  w hen w ith in  a  com m un ica tion  
sy s te m  the  r e s u l ts  of ac tio n s  a re  fed b a ck  to  the  c o n tro l c e n te rs ;  th is
fe a tu re  is  c h a r a c te r is t ic  of so c ia l o rg a n iz a tio n s , in d iv id u a ls , a n i-
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m als  and o th e r  m ac h in e s . " Only th ro u g h  the p ro c e s s  of feedback  
and c o r re c t io n  can  th e  p e rs o n  m a in ta in  a  r e a l is t ic  view  of h im se lf , 
o th e r  people , and th e  p h y sica l r e a l i t i e s  of h is en v iro n m en t. " C o r r e c ­
tion  is b a s ic  to  a l l  fo rm s  of le a rn in g  and hence to  ad ap tiv e , healthy
101
b eh av io r, and su c c e ss fu l co m m u n ica tio n . "
99 H ere  in te ra c tio n  inc ludes th e  re la tio n sh ip  be tw een  the  p e rso n  
and th in g s  a s  w ell a s  be tw een  the  p e rs o n  and o th e r p e rs o n s .
* ^ R u e s c h , D is tu rb e d  C om m unication : The C lin ic a l A s se s sm e n t 
of N o rm a l and P a th o lo g ic a l "C linical B e h a v io r , p . 180.
101Ib id .
It is  com m on to  find som eone  who h as a ttem p ted  to  stop  th e  p ro c e s s  
of c o r re c t io n  th rough  feed b ack . He a tte m p ts  to  m a in ta in  c e r ta in  
eva lua tions of h is  en v iro n m en t a s  they  w e re  du rin g  som e p a s t s p a c e ­
tim e  in te rv a l .  W hen th a t h appens, the  p ro c e s s  of s e l f - c o r r e c t io n  
c e a se s  to o p e ra te . The lo n g e r the  p ro c e s s  i s  a r r e s t e d  the  m o re  th e  
p e rs o n  b eco m es iso la te d  f ro m  th is  a sp e c t of h is  en v iro n m en t, and, 
consequen tly , the  m o re  d is to r te d  h is  v iew poin t b e c o m e s . F ro z e n  
ev a lu a tio n s develop  when com m un ica tions b re a k  down be tw een  in d i­
v id u a ls  o r  g ro u p s of in d iv id u a ls . A co m p le te ly  d is to r te d , unhealthy  
p e rc e p tio n  of the  opposite  w ill tend  to r e s u l t .  The p ro c e s s  n a tu re  of 
a ll  r e a l i ty  n e c e s s i ta te s  a  co n stan t in te ra c tio n  w ith  o n e 's  su rro u n d in g s  
and the  fellow  m e m b e rs  of o n e 's  so c ie ty . T his d isc u ss io n  im p lie s  
o n e 's  know ledge and ev a lu a tio n s a re  r e la t iv e  to a  p a r t ic u la r  sp a c e ­
tim e  in te rv a l .  They should  no t be s ta b le , a b so lu te  ju d g m en ts  continuing 
w ithout re v is io n .
T hus, th e  p ro c e s s  of feedback  and s e lf -c o r  r e c t i  on is  b a s ic  to  a l l  
h ea lthy , p e rs o n a l  and in te rp e r s o n a l  b e h a v io r . It is  b a s ic  to p e rs o n a l  
beh av io r b e ca u se  only th ro u g h  th e  p ro c e s s  of in te ra c tio n  does one fo rm  
a h e a lth y  v iew  of o n e se lf . On th e  in te rp e r s o n a l  lev e l i t  w ould be 
im p o ss ib le  to m a in ta in  a  v iab le  re la tio n sh ip  o v e r tim e  w ithou t the  s e lf ­
c o r r e c t iv e  p ro c e s s  being  a t  l e a s t  p a r t ia l ly  in  e ffe c t. P e rh a p s  i t  should
65
be po in ted  out h e re  th a t ju s t  a s  co m m u n ica tio n s i s  im p e rfe c t  th e  p ro ­
c e s s  of s e l f - c o r r e c t io n  th ro u g h  feed b ack  is  a lso  im p e r fe c t .  The 
p re v io u s  d isc u ss io n  of th e  p ro b le m s th a t in te r f e r e  w ith  the co m m u n ica ­
tio n  p ro c e s s  i s  a lso  ap p licab le  to  the  p ro c e s s  p re s e n tly  u n d er d is c u s ­
s io n . T he sa m e  d is tu rb a n c e s  in te r f e r e  w ith  the  p r o c e s s  of s e l f ­
c o r re c t io n . The a s p e c t  of com m un ica tion  a s  a l in k  b e tw een  th e  p e rs o n
and  h is  en v iro n m en t w ill be c o n s id e re d  in  g r e a te r  d e ta il  in  th e  fo llow -
102ing  se c tio n  on sym bolic  in te ra c tio n  th e o ry .
C om m unication  and Sym bolic In te ra c t io n is t  T h eo ry  of B eh av io r
Sym bolic in te ra c t io n is t  th e o ry  p ro v id e s  a  co m m u n ica tiv e  f ra m e  of 
re f e re n c e  fo r v iew ing so c ie ty , so c ia l  o rg a n iz a tio n , p e rs o n a l  and  in te r ­
p e rs o n a l  re la tio n s  o r  b e h a v io r . The w ritin g s  of a  n u m b er of s c h o la rs
in  th e  a r e a s  of socio logy , so c ia l psycho logy , and p sycho logy  con ta in
103p a r t ia l  s ta te m e n ts  of the  th e o ry . The th e o ry  i s  p re s e n te d  b e c a u se
D avison , "On th e  E ffec ts  of C om m un ication , " pp . 343 -  360; 
R u esch , I b id . ; R u esch  and  B a te so n , op. c i t . ,  pp. 286 - 288; N ew com b, 
"A n A pproach  to  the  Study of C o m m u n ica tiv e  A c ts , " pp . 393 -  404; and
H. J .  L e a v itt, and R . M u e lle r , "Som e E ffec ts  of F e e d b a c k  on 
C om m unication , " H um an R e la tio n s , VI (195 3), 161 - 173.
103H e rb e r t  B lu m e r, "S oc ie ty  a s  Sym bolic  I n te r a c t io n ,11 H um an 
B eh av io r and Social P r o c e s s e s ,  A rn o ld  M. R ose , e d ito r .  (B oston: 
Houghton M ifflin  C o ., 1962), pp . 179 - 192. He s e e s  so m e  of the  
m a jo r  c o n tr ib u to rs  f ro m  th e  f ie ld s  of soc io logy  a s  being  C h a r le s  H. 
C ooley, W. I . T h o m as, R o b e rt E . P a rk , E . W. B u rg e s s ,  F lo r ia n  
V nan ieck i, E llisw o rth  F a r i s ,  and  J a m e s  M . W illia m s . Am ong th o se  
o u ts id e  th e  d isc ip lin e , he  in c lu d es  W illiam  J a m e s , Jo h n  D ew ey, and 
G eo rg e  H. M ead , B lu m e r fe e ls  th a t none of th e se  in d iv id u a ls  h a s  p r e ­
se n ted  a  sy s te m a tic  s ta te m e n t of the  th e o ry . He b e lie v e s  th a t M ead 
s ta n d s  out am ong a l l  of th e  o th e rs  a s  lay ing  th e  b a r e  fu n d am en ta l p r e m ­
i s e s  of the  a p p ro a c h . B lu m er h im s e lf  is  one  of th e  lead ing , liv ing
of th e  profound  ro le  a ss ig n e d  to  co m m u n ica tio n  in th e  d ev e lo p m en t of 
p e rso n a l, in te rp e r s o n a l ,  and e sp e c ia lly , s o c ia l  b eh av io r. It c u lm i­
n a te s , expands, and ex tends m any  of th e  co n cep ts  and a s s e r t io n s  
p re s e n te d  o r im p lied  in  the d is c u s s io n  of co m m u n ica tio n  th e o ry . The 
follow ing s ta te m e n t in d ic a te s  th e  s ig n ific an c e  a ss ig n e d  to  th e  co m m u n i­
c a tio n  v a r ia b le  by  so m e  of the  exponents of th e  th eo ry : " F o r  M ead, 
co m m u n ica tio n s is  no t a re s id u a l  but a  c o n s titu tiv e  c a te g o ry . We a c t 
a s  w e do b e c a u se  we co m m u n ica te , no t b e c a u se  we h av e  d r iv e s  o r
id e a s  f i r s t  and th en  com e to g e th e r  to  e x p re s s  th em . The s e lf  and
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so c ie ty  o r ig in a te  and develop  in  c o m m u n ica tio n . " A no ther w r i te r
re c e n tly  m ad e  a  s im ila r  o b se rv a tio n . "M an a s  a so c ia l being  e x is ts
in  and  th rough  com m un ica tion ; co m m u n ica tio n  is  as b a s ic  to  m a n 's
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n a tu re  a s  food and  se x . . . . "
Only a  v e ry  sk e tch y  su m m a ry  of th e  th e o ry  is  p re s e n te d .
A ctua lly , an  e x c e lle n t re c e n t su m m a ry  and s ta te m e n t of th e  th e o ry  by
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A rn o ld  M. R ose  is  u til iz e d  ex te n s iv e ly  in  th is  d isc u ss io n .
exponents of the  th e o ry .
104Hugh D a lz ie l D uncan, C om m unication  and Social O rd e r  (New 
Y ork: T he B e d m in s te r  P r e s s ,  1962), f>. 76.
105I b id . , p . 27.
*®^Arnold M . R o se  (ed), "A  S y s tem atic  S u m m ary  of Sym bolic  
In te ra c tio n  T h eo ry , " H um an B-ehavior and  S o c ia l P r o c e s s e s ,  (B oston : 
Houghton M ifflin  C o .,- 1962), pp . 3 - 19.
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T he f ra m e w o rk  fo r th e  p re se n ta tio n  w ill be  the s ta te m e n t and  d is -
107
cu asio n  of a s e r ie s  of a ssu m p tio n s  and g e n e ra l  p ro p o s itio n s . 
S tim u la tion  T hrough S ym bols.
The f i r s t  a ssu m p tio n  is :  m an  e x is ts  in  a sym bo lic  as w e ll a s  a
i
p h y s ic a l en v ironm en t and can  be s tim u la te d  to  a c t by  both sym bolic
108
and  p h y sic a l s tim u li . In the  p re s e n t  con tex t, a  sym bol r e f e r s  to  a
s tim u lu s  having " , . . a  le a rn e d  m ean ing  and va lue  fo r  
109peo p le . . . . "  '  M an re sp o n d s  to  a sym bol in  t e r m s  of th is  m eaning
an d  v a lu e  r a th e r  than  to  i t s  p h y s ic a l im p a c t upon h is  s e n se s  even 
though i t  does have a p h y s ic a l s tim u la tin g  e ffect upon th e se  o rg a n s . A 
p e rso n  re sp o n d s  to any sym bol in  te rm s  of le a rn e d  m ean in g  and va lue  
r a th e r  th a n  to  th e  p h y s ic a l a s p e c ts  of th e  sym bo l. M eaning s ig n ifie s  
th e  way a  p e rso n  ac tu a lly  u se s  a  te rm  in  h is  b eh av io r, w hile  value is  
th e  le a rn e d  a t t ra c t io n  o r re p u ls io n  fe lt fo r  the  m ean in g . A cco rd ing  to  
M ead 's  th ink ing , language sy m b o lizes  m o re  than  a s itu a tio n  o r ob jec t 
a lre a d y  in  ex is ten ce , r a th e r  i t  is  a  m e c h a n ism  to w hich  th e  s itu a tio n  
o r  ob jec t is  b rough t in to  e x is te n c e  o r  c re a te d .
Sym bols a r e  le a rn e d  th ro u g h  co m m un ica tion  w ith  o th e r peop le . 
C onsequen tly , they  m ay  be  thought of a s  com m on o r  s h a re d  m ean ings 
an d  v a lu e s . The im p lica tio n  is  th a t m ean in g s  and v a lu e s  w ill be
107 T h is fra m e w o rk  w ill e s se n tia lly  be  the one developed  by R o se ,
Ib id .
1 0 8 ^  a -  1 0 9 - . .  - H O - . .I b id . , pp . 4 - 7 .  I b id . , p . 5 . Ib id .
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s im ila r ,  no t id e n tic a l, fo r  the  in te ra c tin g  p e rs o n s  involved  in  le a rn in g  
sy m b o ls . C h a rle s  M o rr is  a s s e r t s ,  in  a  s t r i c t  se n se , th e  o rg a n ism  in  
the p ro c e s s  of g row th  does not becom e a p e rs o n a lity  u n til c e r ta in
sym bols a r e  o p e ra tiv e  in  the  o rg a n iz a tio n  and s te e r in g  p ro c e s s e s  of
. . . .  , 111 the in d iv id u a l.
Thus, a cc o rd in g  to  th e  h y p o th es is  being c o n s id e re d , sym bo ls 
becom e an  in te g ra l  p a r t  of the p e rs o n a li ty  s t ru c tu re  of the  ind iv id u a l. 
Once sym bol sy s te m s  have b ecom e in te rn a liz e d , p a r t ic u la r  b eh av io r 
p a tte rn s  te n d  to e m e rg e  and to  be  re p e a te d  in  s im ila r  s o c ia l- s t im u lu s  
s itu a tio n s . The im p lic a tio n  is  th a t a p a r t ic u la r  sym bo lic  s tim u lu s  
app lied  to th e  sa m e  hum an  o rg a n ism  w ill evoke su b s ta n tia lly  s im ila r  
b ehav io r, p ro v id ed  the  to ta l s itu a tio n  fo r  the  o rg a n ism  is  su b s ta n tia lly  
the sa m e . F o r  exam p le , if we w e re  to  s i t  down on a  ta c k , th e  stim u lu s 
is v e ry  obvious and the  re a c t io n  p re d ic ta b le . Y et, th e  a s s e r t io n  h e re  
is  th a t  a w o rd  sym bo l m ay  and often does s tim u la te  th e  ind iv idua l ju s t  
as s tro n g ly  a s  the p h y s ic a l s tim u li in  th e  en v iro n m en t. K orzybsk i 
in d ica ted  h is  b e lie f  in  the  ex ten t of th e  in fluence  of in te rn a liz e d  sym bols 
upon the b eh av io r of an in d iv id u a l:
We often liv e , fe e l happy  o r uhhappy, by w hat a c tu a lly  
am oun ts to a  d e fin itio n  and  not by th e  e m p ir ic a l, ind iv idua l 
fac ts  l e s s  c o lo re d  by se m an tic  f a c to r s .  W hen S m ith  j
^ ^ T a lc o t t  P a r s o n s , "B oundary  R e la tio n s  B etw een  S o c io cu ltu ra l 
and P e rs o n a l i ty  S y s tem s, T ow ard  a U nified T h eo ry  of H um an 
B ehav io r, R oy R . G rin k e r , e d ito r . (New Y ork: B asic  B ooks, In c .,  
1953), p . 335.
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m a r r i e s  Sm ith2 they  m o s tly  do so  by a  k ind of d e fin itio n .
T hey have c e r ta in  no tions a s  to  w hat 'm an , * 'w om an, 1 and 
•m a rr ia g e , 1 'a r e '  by d e fin itio n . They a c tu a lly  go th rough  
th e  p e rfo rm a n c e  and find  th a t th e  Sm ithy and h is  w ife,
S m ith2* have  unexpec ted  l ik e s , d is lik e s , and p a r t i c u l a r i t i e s - - 
in  g e n e ra l, c h a r a c te r is t ic s  and  se m an tic  re a c tio n s  no t 
in c lu d ed  in  th e ir  de fin ition  of the  te rm s  'm an , ' 'w om an, 1 
'husband , 1 'w i f e , ' o r  'm a r r i a g e . ' . . . D isap p o in tm en ts  
a cc u m u la te  and a m o re  o r le s s  unhappy life  b e g in s .
On v e rb a l ,  'd e fin itio n a l, 1 o r d o c tr in a l se m an tic  g ro u n d s, 
we expec t som eth ing  e ls e  th an  w hat the  e x p e rie n c e s  of life  
g ive  u s . The n o n -fu lfillm e n t of ex pec ta tion  p ro d u ce s  a 
s e r io u s  a ffe c tiv e  and se m an tic  shock.
In co n clu sio n , the  e sse n c e  of the  a s s e r t io n  m ad e  h e re  is  th a t 
sym bo ls  p ro v id e  a s  s tro n g  a s tim u lu s  a s  th e  p h y s ic a l s t im u li in  our 
en v iro n m en t. B ecau se  of th e  a b s t r a c t  n a tu re  of sym bo lic  s tim u li, 
th e ir  p r im o rd ia l  im p o rta n c e  is  o ften  not co m p reh en d ed  by a d m in is ­
t r a t iv e  p e rso n n e l.
S tim u la tio n  of O th e rs  T hrough  Signs
T he a s s e r t io n  of a ssu m p tio n  two e s se n tia lly  is  tha t m an  can  u se
sym bo ls to  s tim u la te  o th e rs  in  d ire c tio n s  th a t he  h im s e lf  i s  not 
113s tim u la te d . The e s se n c e  of th e  a ssu m p tio n  is  th a t m an  has a 
c ap a c ity  to  re c o g n iz e  c e r ta in  m ean in g s and v a lu e s , and even  though 
he does not a c c e p t th e se  m ean in g s  and  v a lu e s  fo r  h im se lf , h e  is  ab le
112 K o rzybsk i, op. c i t . ,  p . 415.
113 R ose , "A S y stem atic  S u m m ary  of Sym bolic In te ra c tio n  T h e o r y ,11 
op . c i t . , p . 7..
70
to evoke th em  in  o th e rs  by u tiliz in g  sy m b o ls . A d is tin c tio n  betw een  
n a tu ra l  s ig n s and s ig n ific an t sym bols advanced  by M ead m a y  be h e lp ­
fu l h e re .  S ign ifican t sym bo ls a r e  th o se  w hich  a r e  le a rn e d  by th e  
ind iv idua l th rough  in te ra c tio n  w ith o th e rs  and re q u ir e  ro le  tak ing . 
N a tu ra l s ig n s , on the  o th e r hand, in s tin c tiv e ly  evoke body re s p o n se s  
in  th e  o th e r  in d iv id u a l. N a tu ra l s ig n s depend on th e  a c tiv a tio n  of the  
au tonom ic  n e rv o u s sy s te m  of th e  in d iv id u a l. The c o m m u n ica to r con ­
t r o ls  th e  b eh av io r of th e  r e c e iv e r  when n a tu ra l  s ig n s  a r e  u se d  b e c a u se  
of th e  in v o lu n ta ry  re s p o n s e s  of the  n e rv o u s sy s te m  of th e  r e c e iv e r  to  
su ch  s ig n s . H ow ever, w hen s ig n ific an t sym bo ls  a r e  u sed  the  b e h av io r  
can  only be in fluenced , not c o n tro lle d , b e c a u se  the  m ean in g  and  value  
ap p lied  to  th e  sym bol r e s id e s  in  the  r e c e iv e r  h im s e lf . N e v e r th e le s s , 
w hen th e  ev a lu a tiv e  p ro c e s s  is  sh o r t  c irc u ite d  and re s p o n se s  to  s ig ­
n ific an t sym bo ls becom e p ro g ra m m e d  re s p o n s e s , th e  d is tin c tio n  b e ­
tw een  n a tu ra l  s ig n s  and  s ig n ifican t sym b o ls  lo s e s  i ts  im p o rta n c e .
The im p lica tio n s  of th e  u se  of sym bo ls to  in flu en ce  and c o n tro l m a n 's
114
b eh av io r a r e  f a r  rang ing  and p ro found .
L ea rn in g  of M eanings and V alues T hrough  Sym bols
A ssu m p tio n  th re e  a s s e r t s  th a t m an  le a rn s  v a lu e  sy s te m s  and
115
a cc e p ta b le  m ean s of ac tin g  th rough  co m m u n ica tio n  w ith o th e r  m en .
**^ Ib id . , pp . 7 - 9 ;  and  M o rr is , op . c i t . , pp. 187 - 216.
115R o se , I b id . , p . 9.
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"T h u s, it  i s  a s su m e d  th a t m o s t  of th e  m o d e rn  a d u lt 's  beh av io r is
le a rn e d  b eh av io r, and sp e c if ic a lly  le a rn e d  in sy m b o lic  com m un ica tion
ra th e r  th an  th rough  ind iv idua l t r i a l  and  e r r o r ,  cond ition ing , o r any
116
o th er p u re ly  p sychogen ic  p ro c e s s .  " T he le a rn in g  of c u ltu re  is
e s se n tia lly  a  p ro c e s s  of in te rn a liz a tio n  of c e r ta in  v a lu e s  and m ean ings
th ro u g h  the  u se  of sy m b o ls . The a ssu m p tio n  h e re  e s s e n tia lly  t ie s
to g e th e r  com m un ica tion , so c ia l sy s te m s , c u ltu re , an d  p e rs o n a lity .
"T he  fa c t th a t th e  sam e  sym bo ls o p e ra te  and c o n s titu te  the  so c ia l
sy s te m  th a t becom e dom inan t sym bo ls in  the p e rs o n a li ty  sy s te m  is  the
lin k a g e - - th e  com m on e le m e n t--b e tw e e n  th e  so c ia l  sy s te m  and th e
117
p e rs o n a lity  s y s te m ."  T hus, " . . . to  the ex ten t th e  sym bols by 
w hich we define  the  so c ia l sy s te m  beco m e  a ls o  the  k ey  in te g ra tin g
sym bols in  the  p e rs o n a li ty  sy s te m , th e re  is  a  p ro c e s s  of in te rn a l iz a -
. ,  118 tio n  of a  so c ia l  sy s te m  and p e rs o n a lity  sy s te m . " The e s se n c e  of the
d isc u ss io n  h e re  is  " .  . . m an  can  have a c u l tu r e - - a n  e la b o ra te  s e t  of
m ean in g s and v a lu e s - - s h a r e d  by m e m b e rs  of a  so c ie ty , w hich gu ides
"119m uch  of h is  b e h a v io r ."
116 117 118
Ib id . P a r s o n s , op. c i t . , p . 335. Ib id .
119'R o s e , op. c i t . ,  p . 9.
P re d ic tio n  of B ehav io r
G e n e ra l p ro p o sitio n  (deduction) one a r i s e s  f ro m  the p re v io u s  d is ­
c u ss io n . The p ro p o sitio n  is  th a t the  le a rn in g  of c u ltu re  en ab les  m en
to  p re d ic t  b eh av io r of o th e rs  and  lik ew ise  o r ie n t th e ir  b eh av io r to  the
120
p re d ic te d  b e h a v io r . T h is deduction  a r i s e s  n a tu ra lly  f ro m  th e
a ssu m p tio n  of in te rn a liz a tio n  of a  com m on s e t  of sym bo ls w ith s im ila r
m ean ing  and the  a ssu m e d  c a p a b ility  of ro le  tak ing  w ith  com m on sy m b o ls .
H e re  th e  so c ie ty  in  w hich the  ind iv idua l e x is ts  is  u n d e rs to o d  to  be
" . . . a  co llec tio n  of ind iv idua ls w ith a  c u ltu re , w hich h as  been  le a rn e d
by sym bo lic  com m un ica tion  f ro m  o th er in d iv id u a ls  back  th ro u g h  tim e ,
so  th a t the  m e m b e rs  can gauge th e ir  b eh av io r to each  o th e r  and to  the
121
so c ie ty  a s  a  w hole . M The c u ltu re  of a so c ie ty  is  the  a cc ep tab le  
m o d es o r  w ays of ac ting  in  th a t so c ie ty ; th a t is ,  " .  . . th e  c h a r a c te r ­
i s t ic  w ays in  w hich b asic  needs of the  ind iv idua l a r e  sa t is f ie d  in  th a t 
122
s o c ie ty ."
T he ex ten t of th e  p e rv a s iv e n e s s  of the  p re d ic ta b ili ty  of b eh av io r 
in  any p a r t ic u la r  so c ie ty  o r  so c ia l  sy s te m  w ill be d e te rm in e d  by the 
ex ten t o r  d e g re e  of cohesion  in  th a t so c ie ty  o r  so c ia l sy s te m . A h igh ly  
in te g ra te d  so c ie ty  o r  so c ia l sy s te m  w ill show a v e ry  c o n s is te n t p a tte rn  
of c u ltu re , w h e re a s , a  le s s  in te g ra te d  one w ill have  a  le s s  c o n s is te n t
120  121_ , . ,  122 . .  .I b id . , p . 10. Ib id . M o r n s ,  op. c i t . ,  p . 205.
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p a tte rn in g  of c u ltu re . N a tu ra lly , the  m o re  co h esiv e  a  so c ie ty  th e
b e tte r  th e  p re d ic ta b ili ty  of b eh av io r th roughou t th e  so c ie ty  a s  a 
124
whole.
C lu s te r s  of M eanings
A fo u rth  a ssu m p tio n  of the  th e o ry  is  th a t sym bo ls and th e ir
r e f e re n ts  o ften  o ccu r a s  la r g e  and  com plex  sy s te m s  r a th e r  than  in  
125
iso la te d  b its .
123Ibid.
124 W hile the in flu en ce  on b eh av io r of the  in te rn a liz a tio n  of c u ltu re , 
that i s ,  the so c ia liz a tio n  of the ind iv id u a l, is  re c o g n ize d  and  e m p h a s iz ­
ed, th e  in ten tio n  h a s  no t b een  to  a s s e r t  co m p le te  c u ltu ra l  d e te rm in ism ^ . 
The fo llow ing q u a lif ic a tio n s  to c u ltu re  d e te rm in is m  a r e  e x tra c te d  f ro m  
R ose, o p . c i t . , p . 14.
1 . In te ra c tio n  b e tw een  in d iv id u a ls  on the  n a tu ra l- s ig n  le v e l is  
independent of sp ec ific  c u l tu re s .
2 . M ost c u ltu ra l  ex p ec ta tio n s  involved  ra n g e s  of b eh av io r r a th e r  
than sp e c if ic  b e h av io r .
3 . M ost c u ltu ra l  ex p ec ta tio n s  a r e  fo r  sp ec ific  ro le s  and s itu a tio n s  
r a th e r  than  fo r  a ll  in d iv id u a ls  and  a l l  s i tu a tio n s .
4 . C e rta in  c u ltu ra l  e x p ec ta tio n s  a r e  fo r  v a r ia tio n  r a th e r  th an  
confo rm ity , th a t is ,  th ey  invo lve  th e  ex p ec ta tio n  fo r inovation .
5 . F le x ib ility  is  b u ilt in to  c u ltu ra l  m ean in g s w hich m any  t im e s  
only in d ic a te  p o s s ib i l i t ie s , not r e q u ire m e n ts .
6 . The com m only  e x is te n t co n flic tin g  p a tte rn s  of ex p ec ta tio n s  
r e q u ir e s  and p e rm its  an  in d iv id u a l to  sy n th e s iz e  and re d e fin e  c u ltu ra l  
expec ta tions fo r  h im s e lf .
7 . F in a lly , th e  sym b o lic  in te ra c t io n is t  does not exclude  the  
in fluence  of b iogen ic  and phychogenic  fa c to r s  in  b eh av io r even though 
he d o e s  not in c o rp o ra te  th e m  in to  h is  th e o ry .
*2 3 R ose , I b id . , p . 10.
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The a s s e r t io n  h e re  is  e s se n tia lly  th a t m ean in g s and v a lu es  o c cu r in 
c lu s te r s ,  and  a  key  sym bol of the  c lu s te r  w ill t r ig g e r  a  p re d ic ta b le  
evocation  of th e  e n tire  sy s te m  of m ean in g s  and v a lu e s . T hus, if  the  
p a r t ic u la r  sym bol p o s itio n  is  evoked, th en  a p re d ic ta b le  evoca tion  of 
a  d is tin c t c lu s te r  of m ean ings and v a lu es  can  be expec ted  to  follow .
The te rm  o r  so c ia l p o sitio n  " fa th e r"  is  a  good exam ple  of a  key 
sym bol.
R ole  and  s t ru c tu re  a r e  th e  two te r m s  chosen  to  s ign ify  th e  c lu s te r s
of v a lu e s . U sed in  th is  se n se , the  te rm  " ro le "  " . . . r e f e r s  to  a  c lu s te r
of r e la te d  m ean in g s  and v a lu es  th a t guide and d i r e c t  an  in d iv id u a ls
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b eh av io r m  a g iven  so c ia l s e t t in g . . . . "  M uch of b eh av io r is  ro le
b eh av io r and a p e rs o n  i s  involved  in  p laying  m any  d iffe re n t ro le s  in
th e  c o u rs e  of a day a s  he  m oves fro m  one so c ia l s itu a tio n  to  a n o th e r .
In the  p re s e n t  con tex t, th e  te rm  s t ru c tu r e  " . .  . r e f e r s  to  a  c lu s te r  of
re la te d  m ean ings and v a lu es th a t g o v ern  a  g iven  so c ia l setting , includ ing
th e  re la tio n sh ip s  of a ll  th e  ind iv idua l ro le s  th a t a r e  expected  p a r ts  of 
127i t .  " The p r im a ry  d iffe re n c e  betw een  the  two te r m s  o r two m ean in g s
is  th a t ro le  is  v iew ed  f ro m  the  s tandpo in t of th e  ind iv idua l w hile
128
s tru c tu re  is  v iew ed  f ro m  the s tandpo in t of the  so c ia l  s e ttin g .
D efin ition  of the  Self
The second  g e n e ra l  p ro p o sitio n  of the  sym bo lic  in te ra c t io n is t  
th e o ry  is  re la te d  to  the  d e fin itio n  of the  se lf  in  a  so c ia l s itu a tio n . The
l2 6 Ib id . X27Ib id . 128I b id . , pp . 1 0 -  11.
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a s s e r t io n  is  th a t an  ind iv idua l p e rc e iv e s  and d efines h im se lf  a s  w ell a s
129
e v e ry  o th e r a sp e c t of h is  en v iro n m en t. G eorge  M ead, w hose w o rk
s e rv e s  a s  a  foundation  fo r  th is  p ro p o s itio n , p e rc e iv e s  th e  se lf  to  be a
so c ia l phenom enon, "T he se lf  a s  th a t w hich can  be an  ob jec t to  i ts e lf
131
is  e s se n tia lly  a  so c ia l s t ru c tu re  and  i t  a r i s e s  in  so c ia l  e x p e r ie n c e ."  
T hus, the  se lf  is  p e rc e iv e d  to  be  a  d is t in c t  fe a tu re  of th e  ind iv idual 
developed  th rough  so c ia l in te ra c tio n :
The se lf  h as a c h a ra c te r  w hich is  d iffe re n t f ro m  th a t of 
p sy ch o lo g ica l o rg a n ism  p ro p e r .  T he se lf  is  som eth ing  w hich  
h as a developm en t; i t  i s  no t in it ia lly  th e re , a t  b i r th ,  but r i s e s  
in  th e  p ro c e s s  of so c ia l e x p e rien c e  and ac tiv ity ; th a t i s ,  i t  
develops in  the  g iven  ind iv idua l a s  a r e s u l t  of h is  re la tio n s  to  
th a t p ro c e s s  a s  a  w hole and to  o th e r ind iv idua ls  w ith in  th a t 
p ro c e s s .
The se lf  is  p e rc e iv e d  a s  developing  th rough  co m m u n ica tio n . "T h e
im p o rta n c e  of w hat we te r m  •com m unications* l ie s  in  th e  fac t th a t i t
p ro v id es  a fo rm  of b eh av io r in  w hich  the  o rg a n ism  o r  th e  ind iv idual
132
m ay  becom e an  o b jec t to  h im s e l f ."
The d e fin itio n  of the  se lf  is  p e rc e iv e d  to  involve tw o d is tin c tly  
133d iffe re n t o p e ra tio n s . F i r s t ,  th e  "m e"  is  th e  d e fin itio n  of
129Ib id .,  p . 11.
130G eo rg e  H. M ead, M ind S elf and Society  F ro m  th e  Standpoint 
of a  Social B e h a v io r is t, C h a r le s  W. M o rr is , e d ito r . (C hicago: 
U n iv e rs ity  of C hicago P r e s s ,  1934), p . 140.
1311 1 Ib id .,  p . 135
132 * 133
Ib id .,  p . 138. Ib id .,  pp . 173 - 178.
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p e rc e p tio n  of o n e 's  se lf  in  a  p a r t ic u la r  ro le  re la tio n sh ip , th a t is ,  a s  a
sp ec ific  ro le  p la y e r  in  a  p r e s c r ib e d  re la tio n sh ip . T hen, each  tim e  the
ro le  re la tio n sh ip  changes, the  defined  'm e ' c h an g e s . T hus, th e re  is
a  defined  'm e ' ex is tin g  fo r each  d iffe re n t ro le  a s su m e d . Second, the
'I' is  the  d e fin itio n  o r  p e rc e p tio n  of o n e 's  s e lf  a s  a  w hole, and  is
c a lle d  se lf-c o n ce p tio n . The d is tin c tio n  th a t M ead m a k e s  be tw een  the
'I" and  the  'm e ' fo llow s: 'T h e  'I ' is  the re s p o n se  of the  o rg a n ism  to
the  a ttitu d e s  of the  o th e rs ;  the  'm e ' is  the  o rg an iz ed  s e t  of a ttitu d e s
of o th e rs  w hich one h im se lf  a s s u m e s . The a ttitu d e  of the  o th e rs  con-
134
s ti tu te  the o rg an iz ed  'm e ' and  then  one r e a c ts  to th a t a s  an  'I '- ."
In e sse n c e , th e  se lf  h a s  two in te ra c tin g  p a r t s .  T he 'm e ' isVthe 
p a r ts  of the  ind iv idua l w hich re f le c t  the  re la t io n  w ith  o th e rs , and 
w hich a llow s o th e rs  to  tak e  ro le s  and p re d ic t  v e ry  a c c u ra te ly  the  
b eh av io r of the  ind iv idual in  a p a r t ic u la r  re la tio n sh ip . The second  
p a r t  of the  se lf, the  ' I ' , o r  th e  se lf-c o n c e p tio n , is  m o re  p e rs o n a l  and 
le s s  dependent on the c u ltu ra l  e n v iro n m en t. W hile th e  se lf -c o n c e p t is  
a  dynam ic phenom enon, i t  is  often  v e ry  s ta b le , and a llow s an o th e r to 
p re d ic t  the b eh av io r of th e  ind iv idua l w ith so m e  d e g re e  of a c c u ra c y . 
The re la tio n sh ip  be tw een  th e  'I ' and th e  'm e '1 n e c e s s a r i ly  m ak e s  the  
'I ' p a r t ia l ly  dependen t upon the  c u ltu ra l  e x p ec ta tio n s . "T h e  ' I 1, 
w hile  p e rso n a l, is  by  no m ean s  independen t of c u ltu ra l  ex p ec ta tio n s , 
s in ce  i t  is  bu ilt on the  in d iv id u a l's  'm e 's ' ,  and  s in ce  th e  ind iv idua l
I b id . , p . 175.
alw ays se e s  h im se lf  in  r e la tio n  to the  c o m m u n ity ."  The im p o r­
tan c e  of the  a b ility  of an  ind iv idua l to  define  h im se lf  a s  w e ll a s  o th e r
a sp e c ts  of h is  en v iro n m en t to  o rg an iz a tio n a l b eh av io r, w ill becom e
136m o re  evident as th is  top ic  is  exam ined  in  d e ta il .
The p reced in g  d isc u ss io n  of sym bolic  in te ra c t io n is t  th e o ry  h as  
been  a b b re v ia te d  and h igh ly  s e le c tiv e . T h ere  a r e  m any  a sp e c ts  and  
ra m if ic a tio n s  of the  th e o ry  no t even touched  in  th e  b r ie f  su m m a ry  
p re s e n te d . H ow ever, i t  is  b e liev ed  th a t th e  ones p re s e n te d  have f a r  
rea ch in g  and m u ltitud inous ra m if ic a tio n s  in  under stand ing  and con­
tro llin g  o rg a n iz a tio n a l b e h av io r .
III. SUMMARY
C h ap te r II h a s  b een  devoted  to a  se le c tiv e  and a b b re v ia te d  a n a l­
y s is  of the p ro c e s s  of co m m un ica tion  and co m m u n ica tiv e  b e h av io r .
The m a jo r  to p ic s  c o n s id e re d  under th e  p ro c e s s  of com m un ica tion  w e re  
the concep t of p ro c e s s ,  in te rp e rs o n a l  com m un ica tion  m odel, r a m if ic a ­
tions of the  in te rp e rs o n a l  m odel, and fin a lly , th e  d is tu rb a n c e s  o r 
in te r fe re n c e s  w ith  th e  p ro c e s s  of in te rp e rs o n a l  com m un ica tion .
C om m unication  th e o ry  is  b u ilt a ro u n d  th e  p ro c e s s  po in t of v iew . 
The th e o r is t  v iew s a w o rld  in  p ro c e s s ;  even ts a r e  in se p a ra b le  f ro m
a l l  o th e r  even ts, and p ro c e s s e s  a r e  o ccu rin g  in  a ll  d ire c tio n s . N e v e r­
th e le s s ,  in o rd e r  to ta lk  abou t com m un ica tions o r  co m m u n ica te  a t'.a ll 
th e se  events m u s t  be a r r e s t e d  and a  re la tio n sh ip  e s ta b lish e d  a t a 
p a r t ic u la r  sp a c e - t im e  in te rv a l .  In th e  p ro c e s s  of a r r e s t in g  ev en ts , 
s t r u c tu r e  is a ss ig n e d  to  them ; thus, i t  is  an  in fe r re d  q u a lity . The p e r -  
c e iv e r  se le c ts  a  lim ite d  nu m b er of th e  in fin ite  c h a r a c te r i s t ic s  of any 
even t an d  ch o o ses the  w ay in  w hich  th e s e  p e rc e p tio n s  a r e  o rg an iz ed .
The m odel of the co m m u n ica tio n  p ro c e s s  p re s e n te d  is  b a se d  upon 
a  n u m b er of a s su m p tio n s . T h ese  a r e :  (1) p ro c e s s e s  can  be a r r e s te d ,  
(2) com m un ica tion  is  p u rp o se fu l, (3) com m un ica tion  is  need  re la te d ,
(4) the  e le m e n ts  of th e  co m m un ica tion  p ro c e s s  m u s t be  c o n s id e re d  
d y ad ica lly , and  (5) th e  in te rp e r s o n a l  m odel can  be ex tended  to the  
d if fe re n t leve l of a n a ly s is  includ ing  in tra p e r s o n a l  lev e l and the  m u lt i­
p e rs o n  lev e l.
Six basic  e le m e n ts - - a  so u rc e , an  en co d er, a  m e s sa g e , a  channel, 
a  d e c o d e r, and  a  r e c e iv e r - -w e r e  u til iz e d  to  exp la in  how s tim u li a r e  
re c e iv e d , evaluated , encoded, and tra n s m it te d  to  a n o th e r  r e c e iv e r .
A num ber of im p o rta n t ra m if ic a tio n s  of the  in te rp e r s o n a l  m odel 
w e re  d is c u s s e d . The c ap a c ity  and th e  n e c e s s ity  of p ro je c tin g  o n e se lf  
in to  th e  fra m e  of r e fe re n c e  of th e  ind iv idua l w ith  whom  one is  try in g  to  
com m un ica te , th a t is  to  em p a th ize , is  re c o g n iz e d . The p ro c e s s  of 
bu ild ing  in  cu es  fo r in te rp re t in g  the  m e s sa g e , th a t is  the  p ro c e s s  of 
m etaco m m u n ica tio n , i s  v iew ed a s  being  e s s e n t ia l  to  ach iev ing  co m m u ­
n ic a tio n . Having som e com m on e x p e rie n c e s  w ith  sym bol and th e
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r e a l i t ie s  behind  th e se  sym bo ls is  a  p r im a ry  cond ition  fo r  ach iev ing  
co m m u n ica tio n . P e rc e p tio n , th e  p ro c e s s  of re c e iv in g  and evaluating  
s tim u li, is  a  v ita l  a sp e c t of the  co m m u n ica tio n  p ro c e s s .  F in a lly , 
m ean ing , th e  end p ro d u c t of p e rc ep tio n , is  v iew ed  a s  re s id in g  w ith in  
the  ind iv idua l r a th e r  th an  in  the sym bo ls of co m m u n ica tio n .
A  n u m b er of fa c to rs  in te r f e r e  w ith the  p ro c e s s  of in te rp e rs o n a l  
co m m u n ica tio n . Som e of th e  m o re  im p o rta n t of th e se  a r e :  la c k  of a 
com m on f ra m e  of r e fe re n c e , d is to r tio n  of the  p e rc e p tu a l p ro c e s s  (tha t 
is ,  s te reo ty p in g , ha lo  e ffec t, p ro jec tio n , and id en tifica tio n ), p e rs o n ­
a li ty  t r a i t s  of th e  ind iv idua l, p h y sic a l l im ita tio n s  to  the  p ro c e s s ,  and 
f in a lly , la c k  of ad eq u a te  feed b ack .
W hile the p re v io u s ly  d is c u s se d  a sp e c ts  of the com m unica tion  
p ro c e s s  canno t be  s e p a ra te d  fro m  hum an b e h av io r , s e v e ra l  a sp e c ts  of 
co m m u n ica tiv e  b eh av io r w e re  s in g led  out fo r sp e c ia l c o n s id e ra tio n . 
The f i r s t  of th e se  is  th e  th e o ry  of cogn itive  co n s is ten c y , and it  can  be 
su m m a riz e d  a s  fo llow s: th e  e x is te n c e  of n o n -fittin g  re la tio n s  am ong 
co gn itions, th a t is  o n e 's  know ledge, op in ions o r  b e lie fs  about h is 
en v iro n m en t, h im se lf , o r  h is  b eh av io r, c re a te s  anx ie ty , w hich  m o ti­
v a te s  th e  e ffo rt to  ach iev e  co n so n an ce . The e s se n c e  of the  th e o ry  is  
th a t d isso n a n c e  is  in e v ita b le . The v e ry  e x is te n c e  of d isso n a n c e  g ives 
r i s e  to  m o tiv a tin g  p r e s s u r e s  to  re d u c e  d isso n a n c e , and  f in a lly , the  
m o tiv a tin g  p r e s s u r e s  a r e  m a n ife s te d  in  b e h a v io ra l ch an g es, th a t i s ,  
changes of cognition  and  c irc u m s p e c t  e x p o su re  to  new in fo rm a tio n  and
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new op in ions. C om m unication  is  th e  b a s ic  v a r ia b le  in  th is  p ro c e s s  of 
s t r a in  to w ard s  sy m m e try  of o r ie n ta tio n  o r cogn ition .
C om m unication  p ro v id es  th e  m ea n s  by w hich the  ind iv idua l is  
linked  to  h is  en v iro n m en t, th a t is ,  to  o th e r p e rs o n s  o r the  w o rld  ou t­
s id e  the  in d iv id u a l. In the  p ro c e s s  of re la tin g  to the  o u ts id e  w o rld  
th ro u g h  com m unica tion , th e  se lf  c o rre c tin g  m ec h an ism  o p e ra te s  to  
a d ju s t o n e 's  in fo rm a tio n  and  know ledge abou t the th ings and p e rs o n s  in 
h is  en v iro n m en t.
The sym bo lic  in te ra c t io n is t  th e o ry  of b eh av io r and i ts  re la tio n sh ip  
to  com m unica tion  is  a lso  su m m a riz e d  in  th is  c h a p te r . Sym bolic in te r ­
a c tio n is t  th e o ry  p ro v id es  a co m m u n ica tiv e  f ra m e  of r e fe re n c e  fo r  v iew ­
ing so c ie ty , so c ia l o rg an iza tio n , and  p e rs o n a l b e h a v io r . A s e r ie s  of 
a ssu m p tio n s  and g e n e ra l p ro p o s itio n s  w e re  exam ined . F i r s t ,  i t  
a s su m e d  th a t m an  e x is ts  in  a sym bo lic  a s  w e ll a s  a  p h y s ic a l e n v iro n ­
m en t and  can  be s tim u la te d  to  a c t by both sym bo lic  and p h y s ic a l 
s t im u li . T he second  a ssu m p tio n  w as th a t m an  can  u se  sym bo ls to  
s tim u la te  o th e rs  in  d ire c tio n s  in  w hich he  h im se lf  is  not s t im u la te d .
The th ird  a ssu m p tio n  w as th a t  m an  le a rn s  v a lue  sy s te m s  and  a c c e p t­
a b le  m ean s  of a c tin g  th rough  co m m u n ica tio n  w ith o th e r  m en . T he f i r s t  
g e n e ra l p ro p o sitio n  w as th a t the  le a rn in g  of c u ltu re  en ab les  m e n  to  
p re d ic t beh av io r of o th e rs , and lik e w ise  o r ie n t  h is  b eh av io r to  the  
p re d ic te d  b e h a v io r . A fo u rth  a ssu m p tio n  w as th a t sym bo ls and th e ir  
r e f e re n ts  o ften  o c c u r a s  la r g e  and co m p lex  sy s te m s  r a th e r  th an  in  is o ­
la ted  b i ts .  The fin a l g e n e ra l p ro p o sitio n  w as re la te d  to th e  defin ition
of the  se lf  in  the so c ia l s itu a tio n . T he a s s e r t io n  w as th a t an ind iv idua l 
p e rc e iv e s  and d efines h im se lf  a s  w e ll a s  e v e ry  o th e r a s p e c t  of h is  
en v iro n m en t.
CH A PTER III
UTILIZING A COMMUNICATIVE FRA M E OF R E FE R E N C E  
AS A GUIDE TO UNDERSTANDING SELEC TED  A SPEC TS OF 
ORGANIZATIONAL BEHAVIOR
The m u ltifa r io u s  n a tu re  of o rg an iz a tio n a l b eh av io r m ak es s e le c t ­
ing a few a sp e c ts  fo r  a n a ly s is  a  d ifficu lt ta sk ; th u s , the p a r t ic u la r  
c h a r a c te r is t ic s  e le c te d  re q u ire  som e ju s tif ic a tio n . The follow ing 
m a jo r  to p ic s  w ill be  c o n s id e re d : goal fo rm a tio n  and v a lu e  o r ie n ta ­
tion , co o rd in a tio n , d e c is io n  m aking , and in fo rm a l o rg an iz a tio n .
G oal fo rm a tio n  and v a lu e  o r ie n ta tio n  is  inc luded  b e c a u se  i t  en ­
c o m p a sse s  the  n o rm a tiv e  f ra m e w o rk  and c o m m itm en ts  w hich p ro ­
vide  the  ra tio n a le  fo r  th e  o rg a n iz a tio n 's  e x is te n c e . C oo rd inated  
b eh av io r, d ire c te d  to w ard s th e  ends o r goa ls  and subgoals of the  o r ­
gan iza tion , is  the  e s se n c e  of o rg an iz ed  a c tiv ity  and h as b een  d e s c r ib ­
ed a s  th e  u ltim a te  goal of o rg a n iz a tio n . "T he  co m p re h en s iv e  
o b jec tiv e  of an o rg a n iz a tio n  is  to  m ax im iz e  the  sy n e rg is t ic  e ffec t. "
^L ew is E . L loyd, "O rig in s  and O b jec tiv es  of O rg a n iz a tio n s , " 
O rg an iza tio n  T h eo ry  in -In d u s tr ia l P ra c t ic e :  A S ym posium  of the  . 
Foundation  fo r  R e s e a rc h  on H um an B e h av io r , M ason H a ire , e d ito r . 
(New Y ork: John  W iley and Sons, I n c . ,  1962), p . 29.-
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S y n e rg ism  is  defined  a s  . . c o o p e ra tiv e  a c tio n  such  th a t th e  to ta l
2
e ffec t is  g r e a te r  than  the  sum  of the  p a r ts  tak en  s e p a ra te ly . "
D ecision  m aking  i s  exam ined  b e ca u se  i t  is  c o n s id e re d  a s  one of 
th e  m o s t c h a r a c te r is t ic  and im p o rta n t fo rm s  of b eh av io r in  o rg a n iz a ­
t io n s . F in a lly , the d ev e lo p m en t of in fo rm a l re la tio n sh ip s  is  inc luded  
b e c a u se  i t  p ro v id es a  b ro ad  m e c h a n ism  fo r explain ing  th e  re c o n c il ia ­
tio n  of in d iv id u a l and g roup  n eed s and ex p ec ta tio n s  w ith  fo rm a l
3
o rg an iz a tio n a l needs and ex p ec ta tio n s .
F o rm a l o rg an iz a tio n  is  of p r im a ry  c o n c e rn . As d is tin g u ish ed  
f ro m  o th e r  so c ia l  sy s te m s , fo rm a l o rg an iz a tio n s  a r e  e s ta b lish e d  to  
ach iev e  a  se t o f p re d e te rm in e d  ends and  a r e  m a in ta in ed  th rough  go a l- 
d ire c te d  co o rd in a ted  a c tiv ity . "In  c o n tra s t  to  so c ia l o rg an iz a tio n s  th a t 
em 'erge w henever m en  a r e  w ork ing  to g e th e r , th e se  a r e  the  o rg a n iz a ­
tio n s  th a t have been  d e lib e ra te ly  e s ta b lish e d  fo r c e r ta in  p u rp o se s  . . .
4
the  te rm , fo rm a l o rg an iz a tio n  is  u sed  to  d e s ig n a te  th e m ."
T h is a n a ly s is  is  n o t confined  to  o rg a n iz a tio n s  of any  p a r t ic u la r  
type  o r s iz e , b u t i t  is  p ro b ab ly  m o re  a p p licab le  to  l a r g e r  o rg a n iz a tio n s ,
^ Ib id ., p. 30.
3
In fo rm al o rg an iz a tio n  re la tio n sh ip  w ill not be  ex p lo red  a s  a 
s e p a ra te  top ic , but a s  an  in te g ra l  p a r t  of the  o th e r  to p ic s .
4
P e te r  M ichael B lau  and  W. R ic h a rd  S co tt, F o rm a l  O rg a n iz a ­
tio n s  : A  C o m p ara tiv e  A pproach  (San F ra n c is c o :  - C hand le r P u b lish in g  
C o ., 1962), p . 5 .
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e sp e c ia lly  econom ic o r g o v e rn m en ta l o n e s . The b a s ic  o r ie n ta tio n  fo r 
the  d isc u ss io n  is  co m m u n ica tio n  th e o ry . N e v e r th e le s s , in  o rd e r  to 
ach iev e  con tinu ity , so m e  fa c to rs  o u ts id e  th e  co m m u n ica tio n  f ra m e  of 
re fe re n c e  m u st be c o n s id e re d . H ow ever, th e  p r im a ry  focus of the  
in q u iry  w ill be the co m m un ica tion  a sp e c ts  of th e  se le c te d  to p ic s .
I. GOAL FORMATION AND VALUE ORIENTATION
A co n sc io u s ly  c o n s titu ted  sy s te m  of goa ls  o r  o b jec tiv e s  is  the  d is -
5
tin c tiv e  c h a ra c te r is t ic  of fo rm a l o rg a n iz a tio n . In the  p re s e n t  co n ­
tex t, fo rm a l o rg an iz a tio n s  a r e  a ssu m e d  to have  the  com m on goal of
6
con tinued  e x is te n c e  fo r  the in d efin ite  fu tu re . A b a s ic  re q u ire m e n t
fo r continued  e x is te n ce  is  a  m in im u m  d e g re e  of v a lu e  o r ie n ta tio n  of
the  o rg a n iz a tio n 's  g o a ls  w ith  th o se  of th e  so c ie ty  in  w hich it  o p e ra te s
and, a lso , betw een  the  o b jec tiv es  and n eed s  of th e  o rg an iz a tio n  and
7
th o se  of i ts  m e m b e rs .  In the  d isc u ss io n  w hich  fo llow s, th e  n a tu re  of 
o rg an iz a tio n a l g o a ls , su b g o a ls , and th e  in te rv en in g  v a r ia b le s  w hich
5Ib id .
^T his a ssu m p tio n  is  m ad e  in  o rd e r  to  m ak e  the  a n a ly s is  m o re  
g e n e ra liz e d  and to  exclude  th e  d is c u s s io n  of th o se  o rg an iz a tio n s  fo rm ­
ed fo r  a re la tiv e ly  l im ite d  p e rio d  of tim e  to  ach iev e  lim ite d  o b je c tiv e s .
7
P h ilip  S elzn ick , "F ounda tions fo r  the  T h eo ry  of O rg a n iz a tio n s , " 
A m e ric a n  S ocio log ical .R eview , XIII (F e b ru a ry , 1948), 29 - 30.
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o p e ra te  to  m odify  th em  a r e  c o n s id e re d . A lthough th e  in q u iry  is  not 
l im ite d  co m p le te ly  to th e  co m m u n ica tiv e  a sp e c ts  of th e s e  to p ic s , the 
p r im a ry  focus is  in  th a t d ire c tio n .
O rg an iza tio n  G oals
g
G oals a r e  the  r a is o n  d ’e tr e  of o rg an iz a tio n . O rg an iza tio n  m ay
be v iew ed as " , . . in tr ic a te  hum an  s tr a te g ie s  d es ig n ed  to  ach iev e
9
c e r ta in  o b je c tiv e s ."  O rg an iza tio n a l goa ls  a r e  ra lly in g  po in ts  fo r  the
10
v a rio u s  hum an  co a litio n s  w hich c o n s titu te  i t .  F o r  exam p le , ty p ica l
econom ic o rg an iza tio n  m ay  have co a litio n s  of ow ners a s  w e ll a s  c o a li-
11
tions of em p lo y ees . E ach , w ith  h is  own p a r t ic u la r  d e fin itio n  of the 
s itu a tio n , p e rc e iv e s  th e  o rg an iz a tio n  a s  a  m ean s  of fu lfillm e n t of p e r ­
sonal n eed s and o b je c tiv e s . F o rm a l o rg an iz a tio n  e x is ts  b e c a u se  of
8
T a lco tt P a r s o n s , "S uggestions fo r  a  S oc io log ical A pproach  to  a 
T heo ry  of O rg an iza tio n s  - I, " A d m in is tra tiv e  S cience  Q u a r te r ly , I 
(1956), 64. . .
9'C h ris  A rg y r is , U nderstand ing  O rg an iza tio n a l B eh av io r 
(Hom ewood, I l lin o is :  The D o rsey  P r e s s ,  I n c . ,  I960), p . 11.
10
J a m e s  G. M arch  and R . M. C y e rt, "A  B e h av io ra l T h eo ry  of 
O rg an iza tio n a l O b jec tive , " M odern  O rg an iza tio n  T h eo ry : A 
Sym posium  of the  F oundation  fo r  R e s e a rc h  on H um an B e h av io r, M ason 
H a ire , e d ito r . (New Y ork: Jo h n  W iley and Sons, In c . ,  1957), pp . 78ff.
11Ib id .
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th e  p e rc e iv e d  in a b ility  of an  ind iv idua l a c tin g  a lone  to  ach iev e  p a r t ic -
12
u la r  p e rs o n a l o b jec tiv es  and n e e d s . A b r ie f  d isc u ss io n  of the
13
n a tu re  of o rg an iz a tio n  goa ls fo llo w s.
C o n sis ten cy  W ith V alue S ystem  of S ociety
An o rg an iz a tio n  is  one of the  m any  so c ia l sy s te m s  co n stitu tin g  a 
so c ie ty . T hus, i t  is  a su b sy s te m  of the  la r g e r  sy s te m , so c ie ty . B e­
c a u se  of the  in te r re la te d n e s s  of th e se  so c ia l s y s te m s , an  o rg an iz a tio n  
m u s t co n tinua lly  in te ra c t  w ith  the  o th er so c ia l sy s te m s  in  i ts  e n v iro n ­
m en t and  c a r r y  on a continuous exchange of co m m u n ica tio n . T he ou t­
put of the  o rg an iz a tio n , w hich r e p re s e n ts  a  p a r t ia l  m a n ife s ta tio n  of
goal fu lfillm e n t fo r  i t ,  can  be c o n s id e re d  a s  an  inpu t to  the  s u p e r -
14
o rd in an t o r the  la r g e r  sy s te m . In th is  lig h t, s in c e  the o rg a n iz a tio n
is  a  su b sy s tem  of the  la r g e r  sy s te m , so c ie ty , i ts  g o a ls  and  v a lu e
sy s te m s  m u st, to  a t  le a s t  a  m in im um  d e g re e , be c o n s is te n t w ith  th o se
15of the  so c ie ty , o r  a t le a s t ,  th o se  of the  su b sy s te m s  in  i ts  m ilie u . As 
M erton  o b se rv e s , du ring  any p a r t ic u la r  h is to r ic a l  p e rio d , "C u ltu ra l
D avid K. B e rio , T he P r o c e s s  of C om m un ication ; An In tro d u c ­
tion  to  T h eo ry  and P ra c t ic e  (New Y ork: H olt, R in e h a rt, and-W inston , 
I n c . ,  I960), p . 136.
13 W hile the  d isc u ss io n  w ill d e p a r t  som ew hat f ro m  the 
co m m u n ica tio n  f ra m e  of r e fe re n c e , i t  is  judged  a s  n e c e s s a ry  to  th e  
succeed ing  a n a ly s is .
^ P a r s o n s ,  op. c i t . ,  p . 67. *^Ibid.
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goals and  in s titu tio n a l n o rm s  o p e ra te  jo in tly  to  shape  p re v a ilin g  
p r a c t i c e s . " ^  T he o rg an iz a tio n  i s  in  a  con tinuous s ta te  of in te ra c tio n  
w ith i ts  en v iro n m en t f ro m  w hich  i ts  m e m b e rsh ip  is  d raw n . C o n se­
quently , the  a c tu a l goa ls  of th e  o rg an iz a tio n  w ill in v a r ia b ly  be in flu -
17
enced in  the  d ire c tio n  of th o se  of the  so c ie ty .
The po in t h e re  is  th a t so c ie ty  le g itim iz e s  o rg a n iz a tio n a l o b jec tiv e s ,
to  the  ex ten t i t  is  convinced, th ro u g h  in te ra c tio n  w ith  the  o rg an iz a tio n ,
18th a t the p u rsu it  of th e se  o b jec tiv e s  is  b e n e fic ia l to  the  la r g e r  sy s te m . 
P a rs o n s  m ak es the  follow ing o b se rv a tio n s  abou t th is  re la tio n sh ip .
" F o r  th e  b u s in e ss  f i rm  m oney  re tu rn e d  is  a p r im a ry  m e a s u re  and 
sym bol of su c c e ss  and is  thus p a r t  of the  goal s t ru c tu re  of th e  o rg a n iz a ­
tion . But i t  canno t be th e  p r im a ry  o rg an iz a tio n  goal b e c a u se  p ro f it
19m aking is  not by i ts e l f  a  function  on b eh alf of so c ie ty  a s  a s y s te m ."
Following th is  lin e  of re a so n in g , the  v a lu e  sy s te m  of th e  o rg a n iz a ­
tion  m u s t, to  a d e g re e , be  c o n s is te n t w ith  the  va lue  sy s te m  of the
so c ie ty . "In th e  m o s t g e n e ra l se n se , th e  v a lu es  of the  o rg an iz a tio n
20le g itim iz e  i ts  e x is te n ce  a s  a  s y s te m ." M ore  sp e c if ic a lly , the  va lue  
sy s te m  le g it im iz e s  the  func tiona l p a tte rn s  of o p e ra tio n  n e c e s s a ry  fo r
* ̂ R obert K. M erton , S oc ial T h eo ry  and Social S tru c tu re  (G lencoe, 
I llin o is : The F r e e  P r e s s ,  1957), p . 133.
17A lvin  W. G ouldner, "O rg a n iz a tio n a l A n a ly s is , " Sociology T oday : 
P ro b le m s  and P ro s p e c ts ,  R o b e rt K . M erton , L eo n a rd  B ro o m , and  
L eo n a rd  C o ttre ll ,  e d ito r s .  (New Y ork: B asic -B o o k s, I n c . ,  1959), 
pp . 411 - 412.
18 19 20P a rs o n s , op. c i t . ,  p . 68. Ib id . Ib id .
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th e  a tta in m e n t of o rg a n iz a tio n a l o b je c tiv e s . T he o rg a n iz a tio n  is  not
only dependent upon i ts  en v iro n m en t to  a s s im ila te  i ts  output, but is
a lso  dependent upon i ts  en v iro n m en t fo r the  r e s o u r c e  in p u t.
By com m unicating  va lue  sy s te m s  to  the  p a r t ic u la r  so c ia l se ttin g
in  w hich i t  o p e ra te s , the  o rg an iz a tio n  a t t r a c ts  p a r t ic u la r  r e s o u rc e
q u a litie s  in to  i ts e l f .  F o r  exam p le , A rg y r is  found in  the  study  of a
bank  th a t a  p a r t ic u la r  type  of p e rs o n a lity  is  a t t r a c te d  to  th is  type
o rg an iz a tio n , and  the  a t t r a c t io n  is  b a se d  upon the im ag e  th a t the
22
o rg an iz a tio n  co m m u n ica te s  to  i ts  e n v iro n m en t. F o r  exam ple , he 
o b se rv ed  th a t th e  type of p e rs o n a li ty  lik e ly  to  be a t t r a c te d  a s  an 
em ployee  " . . . tends to  have  a s e lf  concep t w hich  r e s u l ts  in  h is  ex­
p re s s in g :  (1) a s tro n g  d e s i r e  fo r s e c u r i ty , s ta b ility , and p r e d ic t ­
a b ility  in  h is  life ; (2) a  s tro n g  d e s i r e  to  be  le f t  a lo n e  and to  w o rk  in
re la tiv e  iso la tio n ; and (3) a s tro n g  d is lik e  fo r a g g re s s iv e n e s s  and
* '  23
h o s tili ty  in  h im s e lf  and  in  o th e r s .  " T h u s ,a  bank  h a s  com m un ica ted
a p a r t ic u la r  im a g e  and va lue  sy s te m  to  the  e n v iro n m en t. S ince th e re  
a r e  in d iv id u a ls  in  so c ie ty  to whom  th e se  v a lu e s  a r e  im p o rta n t, m e m ­
b e rs  can  be a t t r a c te d  who w ill p e rp e tu a te  th e se  v a lu e s . M isfits  w ill
Ib id .
22 C h r is  A rg y r is ,  P e rs o n a l i ty  and  O rg an iza tio n : The C onflic t 
B etw een S ystem  and th e  Ind iv idua l (New Y ork: H a rp e r  and  B ro th e rs ,  
I n c . ,  1957), p . 247.
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of o rg an iz a tio n , who, lik e  som e of the  a c to r s  they  o b se rv e , 
u se  the  o rg a n iz a tio n a l g o a ls  a s  a  y a rd s tic k  w ith  w hich to 
m e a s u re  the  o rg a n iz a tio n 's  p e r f o r m a n c e .^
D ynam ic in  N a tu re
F o r m a l l y  r e c o g n i z e d  o r g a n i z a t i o n a l  g o a l s  a r e  p r o c e s s  o r i e n t e d .
2 f.
O rg an iza tio n s  e x is t in  a  dynam ic  env ironm en t, and the  o b jec tiv e  of
in d efin ite  s e lf  p e rp e tu a tio n  is  one of th e ir  b a s ic  g o a ls . To ach iev e
se lf -p e rp e tu a tio n , they  m u s t re m a in  in  co n stan t co m m un ica tion  and
in te ra c tio n  w ith  th e ir  en v iro n m en t and se n s itiv e  to  i ts  g o a ls . "In  a
dynam ic  con tex t, g o a ls  do not re m a in  obvious, bu t m e c a h n ism s  fo r
th e ir  eva luation , re f le c tio n , im p lem en ta tio n , and p e rio d ic  re v is io n
27m u s t be in s t i tu t io n a l iz e d ."  T hrough  the  p ro c e s s  of com m un ica tion , 
an  o rg a n iz a tio n  is  a p p r is e d  of th e  changing ta s te ,  d e s i r e s ,  and n o rm s  
of th e  l a r g e r  s y s te m . T h e re fo re , the  p ro c e s s  of c o r re c t io n  th rough  
feed b ack  en ab les  i t  to  m a in ta in  a  n e c e s s a ry  d e g re e  of h a rm o n y  w ith  
i ts  m ilieu , upon w hich  i t  is  c o m p le te ly  dependen t.
F u r th e rm o re , a s  c e r ta in  o b jec tiv es  of o rg an iz a tio n  a r e  ach iev ed , 
i t  is  n e c e s s a ry  to  re fo rm u la te  new  o n es . T h is p ro c e s s  of rethinking,
25A m ita i E tz io n i, "Tw o A pproaches to  O rg an iza tio n a l A n a ly sis ,"  
A d m in is tra tiv e  S c ie n c e • Q u a r te r ly , V (S ep tem b er, I960), 257.
26 F o r  a  d is c u s s io n  of d y n am ics o r the n a tu re  of p ro c e s s e s ,  S up ra ,
pp . 18 -  21.
27
J a m e s  D. T hom pson , e t. a l .  ( e d s .) ,  C o m p ara tiv e  S tud ies in  
A d m in is tra tio n  (P itts b u rg , P e n n . : U n iv e rs ity  of P i t ts b u rg  P r e s s ,  
1959), p . 7.
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te rm in a te  o r be  te rm in a te d . R u esch  h as a ls o  o b se rv e d  th e  im p o rta n c e  
of a p a r t ic u la r  im ag e  being  p ro je c te d  to  p o ten tia l r e s o u rc e s  of an 
o rg a n iz a tio n . F o r  exam ple , he  po in ts out th e  tendency  of an  in d iv id ­
u a l to  be  a t t r a c te d  to  an  o rg an iz a tio n  w ith  a v a lu e  sy s te m  and 
com m un ica tion  sy s te m  th a t i s  s im ila r  to  the  p a r t ic u la r  g roup  s i tu a ­
tio n  in  w hich, th ro u g h  p a s t  e x p e rien c e , the  p e rs o n  h as  found h im se lf  
m o s t a d ap tiv e . ^
In su m m ary , th e  a s s e r t io n  h e re  is  tw ofold. F i r s t ,  goa ls  define 
and p ro v id e  the  ra tio n a le  fo r o rg an iz a tio n a l e x is te n c e . Second, the  
g o a ls  and  v a lu e  sy s te m s  of an  o rg an iz a tio n  m u s t  be consiisten t w ith  the 
g o a ls  and  va lue  sy s te m s  of th e  so c ie ty  in  w hich the  o rg an iz a tio n  is  a 
su b sy s te m . T he s o c ie ty 's  g o a ls  and  v a lu e  sy s te m s  le g itim iz e  the  
e x is te n c e  of th e  o rg an iz a tio n  a s  an  en tity . T he follow ing s ta te m e n t, 
to  a  c e r ta in  ex ten t, su m m a riz e s  the  functions and c h a r a c te r i s t ic s  of 
o rg a n iz a tio n a l g o a ls :
T hey g ive o rg a n iz a tio n a l a c tiv ity  i ts  o r ie n ta tio n  by 
dep ic ting  the s ta te  of a f fa irs  w hich the  o rg an iz a tio n  a tte m p ts  
to  r e a l iz e .  T hey s e rv e  a s  so u rc e s  of le g itim a tio n  w hich ju s t i ­
f ie s  th e  o rg a n iz a tio n 's  a c tiv i t ie s  and  is  i ts  v e ry  e x is te n ce , a t 
l e a s t  in  the  eyes of so m e  p a r t ic ip a n ts  and  th o se  of th e  g e n e ra l 
pub lic  and  su b -p u b lic . T hey s e rv e  a s  a  so u rc e  fo r  s ta n d a rd s  
by w hich a c to rs  a s s e s s  th e  su c c e ss  of th e ir  o rg a n iz a tio n .
F in a lly , th ey  s e rv e  a s  an  im p o rta n t s ta r tin g  po in t fo r  s tu d en ts
24J u rg e n  R uesch , D is tu rb e d  C om m un ication : T he C lin ica l 
A s s e s s m e n t of N o rm al and P a th o lo g ic a l C lin ica l B eh av io r (New Y ork: 
W. W. N orton  and C o ., I n c . ,  1957), p . 167.
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re v a lu a tio n , and a l te ra t io n  of o b jec tiv e s  en ab les  an  o rg a n iz a tio n  to
28
re m a in  se n s itiv e  to  the  s p i r i t  of th e  t im e s .  T hus, fo llow ing a 
c o u rs e  c h a r te d  w ith  h a rd  log ic , b a sed  upon th e  b e s t  a v a ila b le  in fo rm a ­
tion , and  b o rn  out of continuous s e n s it iv ity  to  the  dynam ic so c ie ty  and 
i ts  own p e rso n n e l, th e  o rg a n iz a tio n 's  p ro b a b ility  of g en e ra tin g  a 
su c c e ss fu l s e t  of re a liz a b le  goa ls  is  enhanced; yet, th e  p ro c e s s  of 
goal fo rm a tio n  should  be a  c o n sc io u s ly  con tinuous one.
Subgoals
It i s  no t in tended  to  m in im iz e  th e  im p o rta n c e  of o rg a n iz a tio n a l 
g o a ls , bu t ind iv idua l and g roup  goa ls a r e  b e liev e d  to  be  of m uch  
g r e a te r  im p o rta n c e  to  u n d e rs tan d in g  o rg a n iz a tio n  b eh av io r th an  a re  
o rg a n iz a tio n a l g o a ls . A c tua lly , to  u n d e rs ta n d  th e  t ru e  goa ls an  
o rg an iz a tio n  is  p u rsu in g  a s  opposed  to  the  s ta te d  g o a ls , i t  is  e s s e n t ia l  
to  u n d e rs ta n d  the p ro c e s s  of in d iv id u a l and  g roup  goal fo rm a tio n  in  
an  o rg a n iz a tio n . The o b jec tiv e  h e re  is  to  exam ine  se le c te d  c h a r a c te r ­
is t ic s  of ind iv idua l goa ls  w ith in  th e  co n tex t of th e  g roup  in  w hich  the  
goal b eh av io r is  ev idenced .
O rg an iza tio n a l goa ls  a r e  h igh ly  a b s t r a c t  ends o r  n o rm s  to w ard s  
w hich th e  a c tiv ity  of th e  o rg an iz a tio n  is  supposed ly  d ire c te d . F o r  the  
goa ls  to  s e rv e  a s  a c tiv e  s tim u li, thus a s  e ffec tiv e  d ire c tio n a l  c r i t e r i a ,  
they  m u s t be re la te d  to  th e  a c tu a l s itu a tio n  in  w hich  the  ac tin g  un it is
28M erto n , op. c i t . ,  p . 132ff.
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found. C onsequen tly , the  phenom enon of subgoal fo rm a tio n  is  n o ted  
29in  o rg an iz a tio n . E ach  in d iv id u a l d e fines  and  s t r u c tu r e s  h is  s i tu a -
30tion  in  a  w ay m ean ing fu l to  h im s e lf . In an  a tte m p t to  m ak e  the  
s itu a tio n  su ffic ien tly  defined  so  a s  to  be  m ean ing fu l to  th e  ind iv idua l, 
the  g e n e ra liz e d  g o a ls  a r e  fa c to re d  in to  a  s e r ie s  of in te r r e la te d  su b ­
goals  w hich becom e th e  fo rm a lly  rec o g n ize d  ends of a  d is t in c t  
o rg an iz a tio n a l u n it. Once th e s e  su b g o a ls  (w hich a r e  u su a lly  a s s o c ia te d  
w ith  the  d iffe re n tia tio n  of a c tiv ity  of the  e n te rp r is e )  have  b een  fo rm a l­
ize d  fo r  a  p a r t ic u la r  o rg a n iz a tio n a l un it, they  tend  to  b ecom e a  m a jo r  
an ch o r fo r  the  ind iv idua l in  fo rm in g  h is  de fin ition  of th e  w o rk  s itu a tio n .
T h e  l a t t e r  w i l l  b e  a  k e y  f a c t o r  i n  t h e  w o r k e r ' s  p e r c e p t i o n  a n d  e v a l u a -
31
tion  of o rg a n iz a tio n a l s t im u li. In s te a d  of th e  o rg a n iz a tio n a l g o a ls
p rov id ing  the  in d iv id u a l's  f ra m e  of re fe re n c e  fo r  evaluating  the  su b -
32g o a ls , the  r e v e r s e  is  m o re  l ik e ly . In e ffec t, th e  p e rs o n  ten d s  to
d isp la c e  o th e r goa ls  fo r  th e  g ro u p 's  subgoals w ith  w hich  he h as  s tro n g -  
33
e s t  id en tity .
29J a m e s  G , M arch  and H e rb e r t  A . S im on, O rg a n iz a tio n s  (New Y ork: 
Jo h n  W iley and  Sons, I n c . ,  1959), p . 157.
30
See S u p ra , pp. 39 - 48.
31
See S up ra , pp . 37 - 38 fo r  a  d isc u ss io n  of the  g e n e ra liz e d  im p a c t 
of o n e 's  f ra m e  of re fe re n c e  on the  ev a lu a tiv e  p r o c e s s e s .
32
M uzafer S h erif , "G roup  In fluences on th e  F o rm a tio n  of G roup  
N o rm s and A tt i tu d e s ,11 R ead ings in  S oc ia l P sycho logy , G . E . Sw anson, 
_et. a l* , e d ito r s .  (New Y ork: H olt, R in e h a r t  and  W inston, I n c . ,  1952), 
pp . 249 -  262. . .
33
L a te r ,  the  p o ss ib le  dy sfu n c tio n a l e ffec t of th is  in  p u rsu in g  a  
unified, s e t  of o b jec tiv es  is  d is a u s se d .
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A g roup  of se le c te d  fa c to rs  w hich  in flu en ce  the  fo rm a tio n  and  r e ­
in fo rc e m e n t of subgoals a r e  c o n s id e re d  in  the  follow ing a n a ly s is . 
Subgoal F o rm a tio n
S tra in  T ow ard  C ognitive C o n sis te n cy . Subgoal fo rm a tio n  can  be 
exp la ined  p a r t ia l ly  by th e  m e m b e r 's  s t r a in  to w ard  cogn itive  c o n s is ­
ten cy . W hen a p e rso n  b eco m es a m e m b e r o r is  em ployed  by a  fo rm a l 
b u re a u c ra tic  type of o rg an iz a tio n , he  is  a s s ig n e d  to a  p a r t ic u la r  w o rk  
g ro u p . As d is c u s se d  above, th is  g roup  h a s  an e s ta b lish e d  sy s te m  of 
g o a ls . The ind iv idual is  m o tiv a ted  to in s titu te  a c o n c e rte d  flow of
com m un ica tions to  le a rn  the va lue  and goa l sy s te m  of the  g roup , and 
34
v ice  v e r s a .  P e rc e iv e d  d isso n a n c e  of goal o r ie n ta tio n  re s u ltin g  fro m
th is  co m m u n ica tio n  p ro c e s s  c re a te s  an x ie ty  w hich  p ro v id es  m o tiv a tio n
35
fo r ach iev in g  consonance  of goa l o r ie n ta tio n . T hus, p r e s s u r e  is
c re a te d  w ith in  th e  ind iv idua l to  re d u c e  co n flic t th a t m ay  a r i s e  f ro m
36lack  of c o o rie n ta tio n  to w a rd s  g roup  m e m b e rs  o r g roup  n o rm s .
T . M . N ew com b, "An A pproach  to  the  Study of C om m unicative  
A cts, 11 P sy ch o lo g ica l R eview , LX (1953), 393 - 402.
35 L eon F e s tin g e r , A  T h eo ry  of C ognitive D isso n an ce  (E vanston , 
111.: Row, P e te rs o n , and  C o ., 1957), p . 3.
O/ L
R o b e rt V. P re s th u s , '.'Tow ard A T h eo ry  of O rg an iza tio n  
B eh av io r, " A d m in is tra tiv e  S c ience  Q u a r te r ly , III (June, 1958),
50 - 51. . . . .
T h e re fo re , th e  m ec h an ism  d e sc r ib e d  h e re  is  a u to m a tic a lly  tr ig g e re d
w hen the  ind iv idua l e n te rs  the  g roup  and  the p ro c e s s  of subgoal fo rm a -
. . . .  ,  37tio n  is  in s titu te d .
D iffe re n tia te d  C om m unication . A no ther e x tre m e ly  im p o rta n t
38fa c to r  in  subgoal fo rm a tio n  is  se le c tiv e  e x p o su re  to  s tim u li . The 
d iv is io n  of the  a c tiv ity  of an  o rg an iz a tio n  in to  v a rio u s  a c tiv ity  c e n te rs  
(tha t is ,  the d iv is io n  of lab o r in  an  o rg an iza tio n ) and  a ss ig n in g  the 
ac ting  u n it to  a  p a r t ic u la r  a c tiv ity  c e n te r  s tro n g ly  in flu en ces the 
s tim u li to  w hich the  acting  un it w ill be  su b jec ted . The in fo rm a tio n  
rea ch in g  in d iv id u a ls  fro m  h ig h e r le v e ls  of the  o rg an iz a tio n  is  su b ­
s ta n tia l ly  d e te rm in e d  by the  p a r t ic u la r  a c tiv ity  c e n te r  to  w hich th ey  
a r e  a ss ig n e d . F o r  exam ple, a  s a le sm a n  w ould be  in one type of 
en v iro n m en t, a  r e s e a r c h  en g in ee r in  a n o th e r , in  w hich he would be 
p ro b ab ly  su b je c ted  to  d iffe ren t types of s t im u li, ' e tc .
The subgoa ls  of an  a c tiv ity  c e n te r  and  of a p a r t ic u la r  acting  un it 
a r e  b a se d  upon the  p e rc ep tio n  and  d efin itio n  of the  s itu a tio n . To an
37F o r  a m o re  d e ta ile d  d isc u ss io n  of the  co m m u n ica tiv e  m e c h a ­
n ism  fo r  red u c in g  p e rc e iv e d  d isso n a n c e  of o r ie n ta tio n , see  S u p ra , 
pp . 59 - 65.
38
M arch  and Sim on, op. c i t . , p . 153.
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im p o rta n t d e g re e , the  defin itio n  of the  s itu a tio n  is  in flu en ced  by the
39
p a r t ic u la r  in fo rm a tio n  a v a ila b le . T hus, d iffe re n tia tio n  of in fo rm a ­
tion  c o n tr ib u te s  to d iffe re n tia tio n  of su b g o a ls .
In o rd e r  to  p re d ic t  w hat p a r t ic u la r  subgoals we a r e  lik e ly  
to find  in  p a r t ic u la r  p a r ts  of an  o rg an iz a tio n , w e m u st tak e  a s  
our s ta r tin g  po in t (a) the  sy s te m  of subgoal a s s ig n m e n t tha t 
has re s u l te d  f ro m  a n a ly s is  of the  o rg a n iz a tio n 's  g o a ls , and 
(b) the  k inds of s tim u li to  w hich each  o rg a n iz a tio n a l un it is  
exposed  in  c a r ry in g  out i ts  a s s ig n m e n t.
D iffe ren tia tio n  of co m m un ica tion  is  a  v e ry  im p o rta n t a sp e c t of 
subgoal fo rm a tio n , a s  f a r  a s  th e  o rg an iz a tio n  is  c o n ce rn e d . F o rm a l 
channe ls  a r e  d es ig n ed  and th e ir  u se  is  c o n tro lle d  by h ig h e r lev e l 
o rg an iza tio n  m e m b e rs  who a r e  re s p o n s ib le  fo r  m a in ta in in g  a goal 
o rie n te d  e ffo r t. C onsequently , a  pow erfu l m ec h an ism  is  p ro v id ed  
fo r in fluencing  subgoal fo rm a tio n . By c o n tro llin g  and c a re fu lly  d e ­
signing in fo rm a tio n  t r a n s m it te d  to  su b g ro u p s, the  o rg an iz a tio n  can  
su b s ta n tia lly  in fluence  the  subgoals a  g roup  fo rm u la te s .
G roup  P r e s s u r e  and  In fluence . G roup p r e s s u r e  p lay s an im p o rta n t 
p a r t  in  th e  c o o rie n ta tio n  of th e  new m e m b e r to  i ts  su b g o a ls . Solom on
A sch  r e p o r ts  in  r e s e a r c h  s tu d ie s  he  conducted  th a t an  ind iv idua l w ill
41con fo rm  to  an in c o r r e c t  g roup  ju d g m en t. O ther in v e s tig a to rs  r e p o r t
3 9  4 0M erton , op. c i t . , p . 342. I b id . , p . 153.
^ S o lo m o n  A sch , "O pinions and Social P r e s s u r e ,  " S c ien tific  
A m erican , CLIXIII (N ovem ber, 1955), 3125.
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th e  tendency  of an  ind iv idua l to  adopt the  n o rm s  of a g roup  to w hich  he
42
belongs o r a s p i r e s .
The g roup  p r e s s u r e  is  su c c e ss fu l in  ach iev ing  a c o o rie n ta tio n  of
43
subgoals fo r  a n u m b er of re a s o n s . F i r s t ,  a  p e rso n  b eco m es a  m e m ­
b e r  of the  g roup  p a r t ia l ly  to  e s ta b lis h  m ean ingfu l so c ia l re la tio n s h ip s .
"P e o p le . . . tend  to  m ove in to  g roups w hich, in  th e ir  judgm en t, hold
44opinions w hich a g re e  w ith th e ir  own. . . "  The e x te rn a l, thus a lso  
in te rn a l, co n flic t c re a te d  by non -hom ogeneity  of o r ie n ta tio n  to  su b ­
goals  w ill le a d  to  e ith e r  a  change in  o r ie n ta tio n  o r te rm in a tio n  of g roup  
m e m b e rsh ip . Secondly, the  m e m b e r is  induced  to  con fo rm  e ith e r  to 
w in re w a rd s  o r  to  avo id  n eg a tiv e  sa n c tio n s . W henever he co n fo rm s,
- h is  a s s o c ia te s  a r e  lik e ly  to  ap p ro v e  and  re w a rd ; w henever he  fa ils  to
45
co n fo rm  th ey  b rin g  negative  san c tio n s  to  b e a r .  "H ence he  often
42J .  T . K lapper, The E ffec ts  of M ass C om m unication  (G lencoe, 
I l lin o is : T he F re e  P r e s s ,  I960), p . 11.
i  <2
T he im p a c t of the ind iv idua l upon g roup  n o rm s  is  being ig n o red
h e re .
44L eon F e s tin g e r , "A  T h eo ry  of Social C o m p ariso n  P r o c e s s e s ,  " 
S m all G roups: S tud ies in  S oc ia l In te ra c tio n , A lex an d er H a re , Edgar- 
B o rg a tta , and R o b e rt F . B a le s , e d ito r s ,  ( l s t . e d . ;  New Y ork: A lfred  
A. Knopf, In c .,  1955)r p . 183.
45John  W. R iley , J r .  and  M atilda  W hite R iley , "M ass  C om m un ica­
tio n  and th e  Social S ystem , " Sociology T oday: P ro b le m s  and 
P ro s p e c ts ,  R o b e rt K. M erton , L eo n a rd  B room , and L eo n a rd  C o ttre l l ,  
e d ito rs . (New Y ork; B asic  B ooks, I n c . ,  1959)* p . 548.
co n fo rm s in  o rd e r  to w in ap p ro v a l o r (in V eb len 's  te llin g  iro n y ) to
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gain  'a n  in c re m e n t of good re p u te . ,M
F in a lly , the  g roup  p ro v id es  th e  in fo rm a tio n a l f ra m e  of re fe re n c e  
fo r  the  ind iv idua l. U nder the  o v e rt  o r c o v e r t  p r e s s u r e  of continuous 
in te ra c tio n , the  p e rs o n 's  c ap a c ity  fo r se le c tiv e  e x p o su re  to , and p e r ­
cep tu a l d is to r tio n  of, g roup  in fo rm a tio n  is  l im ite d . T hus, b e ca u se  
of e ffec tive  continuous ex p o su re  and continuous feedback , the tendency  
to  a c c e p t g roup  g o a ls  is  in c re a s e d .
R e i n f o r c e m e n t  o f  S u b g o a l s .
The m e c h a n ism s  u se d  to re in fo rc e  ex is tin g  subgoals  a r e  e s s e n t ia l ­
ly  th e  sam e  m ec h an ism s th a t a r e  involved  in  the subgoal fo rm a tio n . 
T hus, the  fac to rs  th a t w ill be d is c u s se d  h e re  could  ju s t  a s  e a s ily  have  
been  d isc u sse d  u n d er subgoal fo rm a tio n  and v ic e  v e r s a ,  but a r e  in ­
c luded  h e re  b ecau se  of the  b e lie f  th a t they  a r e  m o re  im p o rta n t to sub ­
goal re in fo rc e m e n t th an  to  subgoal fo rm a tio n .
S e lec tiv e  E x p o su re , P e rc e p tio n  and R e ten tio n  of S tim u li. The p r e ­
d isp o s itio n  to w ard  se le c tiv e  ex p o su re , s e le c tiv e  p e rc e p tio n , and 
s e le c tiv e  re te n tio n  of s tim u li (m e s sa g e s , in fo rm a tio n , e tc . )  i s  a b a s ic
m ea n s  of re in fo rc e m e n t of a  p a r t ic u la r  p e rs o n a li ty  s tru c tu r in g  o r
47o rg an iz a tio n  of an  en v iro n m en t. T h ese  m e c h a n ism s  have been
48show n to  a ffec t b eh av io r p ro found ly .
^ I b i d .  ^ K la p p e r ,  op. c i t . ,  p . 19 - 26. ^ I b i d .
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S e l e c t i v e  e x p o s u r e  i s  a  t e n d e n c y  o f  i n d i v i d u a l s  t o  p e r m i t  t h e m ­
s e l v e s  t o  b e  e x p o s e d  o n ly  t o  i n f o r m a t i o n  w h i c h  i s  c o n s i s t e n t  w i t h  t h e i r
49p re s e n t  b e lie fs , a ttitu d e s , op in ions, e tc . A c tual e x p o su re  to  in fo r ­
m atio n  is  a  function  of not only a v a ila b ility , but a ls o  p re d is p o s itio n . 
S tudies in m a s s  co m m u n ica tio n s have  show n th a t th o se  peop le  i n t e r e s t ­
ed o r a lre a d y  p re d isp o se d  in  a p a r t ic u la r  d ire c tio n  a r e  g e n e ra lly  the
ones who w ill a v a il th em se lv es of an  o ppo rtun ity  to  ob tain  in fo rm a tio n
50
abou t th e ir  p a r t ic u la r  in te r e s t .  The sa m e  fa c to r  can  be seen  to
o p e ra te  in  an o rg an iz a tio n , e sp e c ia lly  w hen th e  m e m b e r  can  e ith e r
choose  o r r e je c t  an  oppo rtun ity  to re c e iv e  a  p a r t ic u la r  m e s sa g e  o r s e ts
of  m e s s a g e s .  T h u s ,  t h e  p o s s i b l e  m o d i f y i n g  e f f e c t  o f  i n f o r m a t i o n ,
c o n tra ry  to a p e r s o n 's  p re s e n tly  ex is tin g  goal s t ru c tu re ,  is  avo ided .
S e l e c t i v e  p e r c e p t i o n  i s  a l s o  a n  e x t r e m e l y  i m p o r t a n t  m e c h a n i s m
51fo r m ain ta in in g  a p a r t ic u la r  p e rs o n a lity  o r v a lu e  s tru c tu r in g . 
" L a b o ra to ry  e x p e rim e n ts  h av e  e s ta b lish e d  th a t p e rc e p tio n  of m oving 
lig h ts , r e la tiv e  s iz e  of c o in s , re la tiv e  leng th  of lin e s  and th e  lik e  is
^ I b i d . , p . 21; and P a u l F . L a z a rs fe ld  and E lihu  K atz, P e rs o n a l  
In fluence; the  P a r t  P lay ed  by P e o p le  in  the  F low  of M ass C o m m u nica- 
tion  (G lencoe, I l l in o is : T he F r e e  P r e s s ,  1955), p . 21.
50K lap p er, op. c i t . , p . 21 - 22.
^*A sch, op. c i t . ,  pp. 31 - 35; and J e ro m e  S. B ru n e r  and C e c ile  
C. G oodm an, "V alue  and N eed a s  O rgan iz ing  F a c to r s  in  P e rc e p tio n , " 
Jo u rn a l  of A bnorm al and S o c ia l P sycho logy , X LII (1947), 33 - 44.
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in  p a r t  o r w hole d e te rm in e d  by w hat p e rs o n s  w ant to p e rc e iv e , have
h a b itu a lly  p e rc e iv e d  o r expect som e fo rm  of so c ia l o r p h y s ic a l re w a rd  
52
fo r  p e rc e iv in g ."  Thus r e s e a r c h  h a s  s a t is fa c to r i ly  e s ta b lish e d  tha t 
o n e 's  p e rc e p tio n  is  a h igh ly  se le c tiv e  p ro c e s s .
In se le c tiv e  p e rc e p tio n , a p e rs o n  does not n e c e s s a r i ly  r e je c t  the 
in fo rm a tio n  but s im p ly  r e c a s t s  the  in fo rm a tio n  to  f it h is  own p r e d e te r ­
m ined  a tt i tu d e s , e t c . ; o r , view ed in  a n o th e r  way, the  p e rs o n  w ill tend  
to  s e le c t  th a t p a r t  of the  m e ssa g e  w hich  f its  h is  own se n tim e n ts  and to 
r e c a s t ,  r e je c t ,  o r  ig n o re  the re m a in d e r  of the  m e s s a g e . T h is exp la ins 
why two p e rso n s  in  an  o rg an iz a tio n  re c e iv in g  the sam e  m e s sa g e  can 
in te r p r e t  it  co m p le te ly  d iffe re n tly . In e sse n c e , th e  end r e s u l t  is  ju s t  
about th e  sa m e  a s  having  sen t two d iffe re n t m e s s a g e s . T hus, the 
p re v io u s ly  no ted  phenom enon w h ereb y  a p e rso n  d is to r ts  m e s s a g e s  in
53o rd e r  to  m a in ta in  a p a r t ic u la r  p e rs o n a lity  s t ru c tu r e  is  re e m p h a s iz e d .
S e lec tiv e  re te n tio n  is  a tra i t- c lo se ly  r e la te d  to  se le c tiv e  p e rc e p ­
tio n . S e lec tiv e  re te n tio n  is  the tendency  of the ind iv idua l to  fo rg e t a t 
a  m o re  rap id  ra te  th a t in fo rm a tio n  w hich is  not c o n s is te n t w ith  h is  own 
p a r t ic u la r  p a tte rn  of se n tim e n ts , e tc . The r e s u l t  of one study  in d ica ted  
th a t sy m p a th e tic  m a te r ia l  is  re ta in e d  lo n g e r , and v ice  v e r s a  fo r
52 K lap p er, lo c . c it .
5 3 p o r  a  su m m a ry  of an o th e r study  m ad e  on se le c te d  p e rc ep tio n  
se e  I b id . , pp . 22 - 23.
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54un sy m p a th e tic  m a te r ia l .  W hile s e le c tiv e  re te n tio n  is  d e fin ite ly
a n  ex isting  phenonenon, i t  is  so in te r r e la te d  w ith  o th e r  phenom ena
th a t  a g re a t  d ea l of study h a s  not b een  d ire c te d  to w a rd  in v es tig a tin g
55
th is  a re a  in  th e  la s t  few y e a r s .
In su m m ary , w h ile  se le c tiv e  ex p o su re , s e le c tiv e  p e rc ep tio n , and 
se le c tiv e  re te n tio n  a r e  d e fin ite  c a p a c itie s  of the  ind iv id u a l, the  a s s e r ­
tion  h e re  is  no t tha t ev e ry  p e rs o n  exh ib its  a ll  th re e  of the  ten d en c ies
in  com m unication  s itu a tio n s ; in fac t, r e s e a r c h  d a ta  h as show n the  con- 
56
t r a r y .  Yet, the w r i te r  b e lie v e s , and r e s e a r c h  h a s  show n, the  u se  
of the se le c tiv e  c a p a c itie s  of the ind iv idua l is  a com m only  u se d  m ethod  
of m ain ta in in g  and re in fo rc in g  a p a r t ic u la r  s tru c tu r in g  of su b g o a ls .
The se le c tiv e  c a p a c itie s  p re v e n t cogn itive  d isso n a n c e  and the  re la te d  
anx ie ty  th a t would a r i s e  f ro m  u n d is to r te d  p e rc e p tio n  of in fo rm a tio n  o r 
en v iro n m en ta l s tim u li;  th e re fo re , th is  se le c tiv ity  im p a irs  th e  c o r re c t iv e  
m ec h an ism  p re v io u s ly  d e sc r ib e d .
C ontent of " in  g ro u p 11 C o m m u n ica tio n s . A second  m a jo r  g roup  of
fa c to rs  co n trib u tin g  to  subgoal re in fo rc e m e n t is  th e  con ten t of " in  g ro u p "
57com m un ica tion . In g roup  s itu a tio n s , p a tte rn e d  flow s of co m m u n ica tio n
58
tend to  develop . F o r  o th e r  than  th o se  com m un ica tions re c e iv e d
^ K la p p e r ,  Ib id . , p . 23 - 24. ^ I b i d . , p . 25 . i ^ Ib id .
57 M arch  and Sim on, op . c i t . , p . 152.
58 L a z a rs fe ld  and  K atz, op. c i t . ,  pp . 84 - 98.
d ire c tly  fro m  th e  h ig h e r o rg an iz a tio n , the  g roup  m e m b e r  ten d s to 
re c e iv e  h is  in fo rm a tio n  th rough  the  g roup  n e tw o rk . T hat is ,  h e  w ill 
g e n e ra lly  re c e iv e  in fo rm a tio n  f ro m  the sa m e  so u rc e  o r s o u rc e s  w ith ­
in  the  g ro u p . "G iven enough tim e  and fre e d o m  of co m m u n ica tio n . . .
a  sm a ll  g roup  w ill ty p ic a lly  e s ta b lis h  w orking  lin e s  of co m m un ica tion
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w hich can  be m o re  o r le s s  fo rm a liz e d  w ith in  th e  g ro u p ." F o r  the  
m a jo r i ty  of g roup  m e m b e rs , in fo rm a tio n  is  not re c e iv e d  d ire c tly , 
but only a f te r  p a ss in g  th rough  in d iv id u a ls1 f r a m e s  of r e fe re n c e  in  the  
g roup  n e tw o rk . "S ince th e se  p e rc e p tio n s  have  a lre a d y  been  f i l te re d  
by one o r m o re  c o m m u n ica to rs , m o s t of w hom  have f ra m e s  of 
re fe re n c e  s im ila r  to  o u r ow n,the r e p o r ts  a r e  g e n e ra lly  consonan t w ith  
f i l te r e d  re p o r ts  of ou r'o w n  p e rc e p tio n s , and  s e rv e  to  re in fo rc e  the  
l a t t e r .  The m e re  e x is te n c e  of the  g roup  f a c i l i t ie s  is  p r im a  fac ie  
ev idence  of th e  p o ss ib ili ty  fo r  sy m p a th e tic  co m m u n ica tio n  r e in fo r c e ­
m en t b e c a u se  " . .  . a  re a d y -m a d e  n e tw o rk  fo r  in te rp e r s o n a l  d is s e m i-
61
n a tio n  of th e ir  con ten t, " is  p ro v id ed . T hus, a  p a r t ic u la r  v a lue  
s tru c tu r in g  is  m a in ta in e d  not only by the  m e m b e r 's  f i lte r in g  out 
u n d e s ira b le , unfitting  in fo rm a tio n , but a lso  by th e  p ro te c tio n  p ro v id ed  
by the  g ro u p 's  c o n tro l of " in  g ro u p "  co m m un ica tion  con ten t.
5 9
B e rn a rd  B e re lso n  and G a ry  A. S te in e r , H um an B eh av io r; An 
In v en to ry  of S c ien tific  F in d in g s (New Y ork: H a rc o u r t, - B ra c e  and 
W orld , In c . ,  1964), p . -348.
60 “
M arch  and S im on, op. c i t . ,  p . 153.
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In e sse n c e , the  su m m a ry  of th e  d isc u ss io n  on subgoal fo rm a tio n  
and re in fo rc e m e n t is  th a t a  subgroup  m e m b e r is  lik e ly  to  id en tify  w ith 
the  su b g roup . The s tro n g e r  th e se  id e n tif ic a tio n s , the  m o re  lik e ly  he 
is  to  con fo rm  to w hat he  p e rc e iv e s  the  g roup  n o rm s  to b e . W hile a  
n u m b er of in te ra c tin g  v a r ia b le s  d e te rm in e  the  d e g re e  o r  ex ten t of 
subgroup  id en tific a tio n , the  follow ing is  thought to  be a  f a i r ly  s ig n if i­
can t l is tin g  of th e se  v a r ia b le s :
1. The g r e a te r  the  p e rc e iv e d  p re s t ig e  of th e  g roup  the  
s tro n g e r  the  p ro p e n s ity  of an  ind iv idua l to  iden tify  
w ith  it;  and  v ice  v e r s a .
2 . The g r e a te r  th e  ex ten t to w hich  goa ls  a r e  p e rc e iv e d
a s  sh a re d  am ong the m e m b e rs  of a  g roup , th e  s tro n g e r  
the  p ro p e n s ity  of an ind iv idua l to id en tify  w ith  a g roup; 
and  v ice  v e r s a .
3. The m o re  fre q u e n t the  in te ra c tio n  betw een  the  ind iv idual 
and  the m e m b e rs  of a g roup , the  s tro n g e r  the  p ro p e n s ity  
of an ind iv idua l to  id en tify  w ith  the  g roup ; and  v ic e  v e r s a .
4. The g r e a te r  the  n u m b er of ind iv idua l n eed s s a tis f ie d  in 
the  group , the  s tro n g e r  th e  p ro p e n s ity  of the  ind iv idual 
to  iden tify  w ith th e  g roup; and  v ice  v e r s a .
5. The le s s  th e  am ount of co m p e titio n  betw een  the  m e m b e rs  
of a g roup  and an  ind iv idua l, the  s tro n g e r  th e  p ro p e n s ity
of the ind iv idua l to  id en tify  w ith  the  group ; and v ic e  v e r s a .  ^
An a n a ly s is  of th e s e  p ro p o s itio n s  would in d ic a te  each  is  re la te d , e ith e r  
d ire c tly  o r in d ire c tly , to  com m un ica tion ; th a t is ,  each  w ould be 
dependen t upon som e type  of co m m un ica tion  having  tak en  p lac e  to  
in fluence  o n e 's  p e rc e p tio n  of, fo r  exam p le , the  am ount of c o m p e ti­
tion , the  need  s a tis fa c tio n  p ro v id ed  by the  g roup , sh a re d  g o a ls ,
M arch  and Sim on, op. c i t . ,  pp . 65 - 66.
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p re s t ig e  of th e  group , e tc . T he c la im  h e re  is  not th a t the  co m m u n ica ­
tio n  v a r ia b le  is  the  so le  d e te rm in a n t of subgoal fo rm a tio n , bu t th a t it  
is  a  v e ry  im p o rta n t fa c to r  in th is  p r o c e s s .
In te rv en in g  V a ria b le s
An often  no ted  phenom enon is  the  dev ia tio n  of a c tu a l o rg a n iz a tio n -
63
a l goa ls  f ro m  the fo rm a lly  e x p re s s e d  o n e s . The d ev ia tio n  can  p a r ­
tia lly , bu t not c o m p le te ly , be exp la ined  by the  dynam ic n a tu re  of goa ls  
a s  opposed  to  th e  le th a rg y  in  fo rm a lly  reco g n iz in g  th e ir  change and 
r e s ta t in g  th e m . To a s c e r ta in  th e  a c tu a l goa ls  of an o rg an iz a tio n , one 
m u s t d isc o v e r  the  re s u l ta n t  d e te rm in a n t o r v e c to r  a r is in g  f ro m  the 
in te ra c tin g  of g roup  g o a ls  w ith th o se  fo rm a liz e d  by the  o rg a n iz a tio n . 
In ev itab ly , o rg a n iz a tio n a l goal fu lfillm e n t is  c o m p le te ly  dependen t upon 
ind iv idua l and group  e ffo r t . T he two in te rv en in g  v a r ia b le s  w hich 
m e d ia te  o rg a n iz a tio n a l g o a ls , the  ind iv idua l and g roup , a r e  b r ie f ly  d i s ­
c u sse d .
The Ind iv idua l V e rsu s  O rg a n iz a tio n a l G oal F u lf illm e n t 
In rev iew in g  som e of the' w o rk  done in  the  a r e a  of o rg an iz a tio n  
th e o ry  in  the  l a s t  few y e a r s ,  M ason H a ire  m ad e  the  follow ing o b s e rv a ­
tio n : "T he  m o s t f re q u e n t sin g le  p sy ch o lo g ica l th re a d  running  th rough  
th is  m a te r ia l  is  the  c o n f l ic t  b e tw een  the  o rg a n iz a tio n 's  goal and  the
6 3E tz io n i, op. c i t . ,  p . 258.
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sa tis fa c tio n  of th e  in d iv id u a l's  m o tiv e s ."  In th e  follow ing d isc u ss io n
som e of th e  v a r ia b le s  w hich in fluence  the in d iv id u a l's  ad ap ta tio n  to
o rg an iz a tio n a l g o a ls  a r e  exam ined .
C u ltu ra l In flu en c e . W hen an  ind iv idua l b eco m es a  m e m b e r of an
o rg an iz a tio n , he  b r in g s  in to  i t  an  in te rn a liz e d  s e t  of c u ltu ra l  goa ls  and
in s titu tio n a l n o rm s  w hich w ill s ig n ifican tly  in flu en ce  h is  co m m itm en ts
65
and a c tiv ity  w ith in  the  o rg an iz a tio n . As po in ted  out by P re s th u s , the
in te rn a liz e d  c u ltu ra l  v a lu e s  a r e  not n e c e s s a r i ly  d y sfu n c tio n a l. "T he
o rg an iz a tio n  d raw s upon the  a ccu m u la ted  le a rn in g  and e x p e rien c e  of
the  individual who b rin g s  to  i t  c e r ta in  s o c ia lly  in c u lc a te d  a ttitu d e s  th a t
en co u rag e  a s a t is fa c to ry  accom odation  to  the  o rg a n iz a tio n 's  m a jo r
66
v a lu e s  and e x p e c ta tio n s ."  T hus, th e  in te rn a liz e d  sym bol sy s te m  
and the m ean ings and v a lu es  a s so c ia te d  w ith  th e  sym bo ls enab le  an  
o rg an iz a tio n , th rough  com m un ica tion  w ith  the  ind iv idua l, to d i r e c t  h is  
e ffo rt tow ard  p re d e te rm in e d  en d s. H ow ever, th e re  a r e  m ean ings 
and  v a lu es  b ro u g h t in to  the  o rg an iz a tio n  th a t a r e  dysfunctiona l, and 
evoca tion  of th e se  m ean in g s and  va lues w ill p re v e n t w h o leh ea rted  
a d h e re n c e  to  o rg a n iz a tio n a l g o a ls . F o r  exam p le , fo r the  good of th e
64
M ason H a ire , .''P sychology  and th e  Study of B u s in e ss , " S oc ial 
S c ience  R e s e a rc h  on B u s in e s s :  P ro d u c t and P o te n tia l, R o b e rt A . D ahl, 
M ason H a ire , and  P au l L a z a rs fe ld , e d i to r s .  (New Y ork: C o lum bia 
U n iv e rs ity  P r e s s ,  1959}» p. 70.
65 66
M erton , op . c i t . , p . 133. P r e s th u s ,  op . c i t . , p , 49 .
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o rg an iza tio n , th e  m o s t co m p e ten t p e rso n  should  f i ll  a  p o s itio n . How­
ev er, th e  value  sy s te m  of so c ie ty  m ay r e q u ir e  th a t the  a u th o r ity  be
v e s te d  in  an o ld e r  p e rso n , a  p e rso n  w ith th e  m o st se n io r ity , o r  a m ale
67ra th e r  than a fe m a le , e t c .
E tz ion i h a s  g iven  a v iv id  exam ple  of c u ltu ra l  v a lu es  and n o rm s
68
dysfunctiona lly  a ffec ting  th e  ach iev em en t of o rg an iz a tio n a l g o a ls .
He p o in ts  out two phenom ena. F i r s t ,  "T h e  goals of m en ta l h o sp ita ls ,
69
c o rre c tio n a l in s titu tio n s , and p r is o n s  a r e  th e ra p e u tic . " Second,
"D esp ite  la rg e  e ffo r ts  to  t r a n s fo rm  th e se  o rg an iz a tio n s  fro m  c u sto d ia l
70
to th e ra p e u tic  in s titu tio n s , l i t t le  change h a s  taken  p la c e ."  T he q u e s ­
tion i s ,  why th is  d iv e rg e n c e  fro m  the s ta te d  goal and  p u rp o se s  of th e se  
o rg a n iz a tio n s?  T he d iv erg en ce  is  a ttr ib u te d  to two b asic  f a c to r s .
F i r s t  th o se  fa c to r s  e x te rn a l to th e  o rg an iza tio n , the  c u ltu ra l  e n v iro n ­
m ent, th a t is ,  the  p re v a ilin g  v a lu e  sy s te m  of the m ilieu , in  w hich  th e se  
o rg an iza tio n s  o p e ra te , p rev e n t goa l fu lf illm e n t.
When th e  pow er of the v a rio u s  e le m e n ts  in  the  en v iro n m en t 
a r e  c a re fu lly  exam ined , it b ecom es c le a r  th a t in  g e n e ra l th e  
subpub lics ( e . g . ,  p ro fe s s io n a ls , u n iv e r s i t ie s ,  w e ll-e d u c a te d  
peop le , so m e  h e a lth  a u th o r i tie s )  w hich  su p p o rt th e ra p e u tic  goals 
a r e  le s s  pow erfu l th an  th o se  th a t su p p o rt c u s to d ia l o r  se g re g a te d  
a c tiv it ie s  of th e s e  o rg a n iz a tio n s  . . . .  A lo c a l com m unity , 
w hich is  both  an  im p o rta n t seg m en t of the  o rg a n iz a tio n a l e n v iro n ­
m e n t and . . . c u s to d ia l m inded , c an  m ake  an  o rg a n iz a tio n  m a in ­
ta in  i ts  b a r s ,  fen c es , and g u a rd s  o r  b e  c l o s e d . " ^
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G ouldner, op . c i t . , p . 417. E tz io n i, op. c i t . , pp . 262 - 266. 
’ib id . , p . 263. 70Ib id . 7 1Ib id ., p . 264.
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T his exam p le  a ls o  i l lu s t r a te s  th e  im p a c t of the  m e m b e r 's  c u l­
tu r a l  v a lu es  and so c ia l e x p e r ie n c e s  on in te rp re t in g  and  im p lem en tin g  
o rg a n iz a tio n a l g o a ls . W hile th e ir  e x p re s s e d  goal is  th e ra p y , b e c a u se  
of the  ind iv idua ls a t t r a c te d  a s  em p lo y ees, i t  is  h igh ly  u n lik e ly  th e se  
o b jec tiv e s  could  be im p le m e n te d . F o r  ex am p le , in  m o s t of th e se  
o rg a n iz a tio n s , th e re  a r e  a s m a ll  n u m b er of p ro fe s s io n a l in d iv id u a ls  
who a r e  o r ie n te d  to w a rd  th e ra p e u tic  goa ls and  a la r g e  n u m b er of m e m ­
b e rs  who a r e  draw n fro m  the se g m en t of so c ie ty  w hich  en v is io n s the
72
g o a ls  to  be c u s to d ia l. C onsequen tly , b e c a u se  th e  m a jo r ity  of the 
em p lo y ees b rin g  w ith  th em  a c u ltu ra l ly  in s t i l le d  u n d e rs tan d in g  th a t th e  
g o a ls  a r e  c u s to d ia l, th e  o rg a n iz a tio n 's  g o a ls  a r e  d isp la c e d  by the  goa ls  
of the  in d iv id u a ls  c o m p ris in g  i t .  T he co m m u n ica tio n s of th o se  p r o f e s ­
s io n a l p e rs o n s  who a r e  th e ra p e u tic  o r ie n te d , a r e  re c e iv e d  and 
in te rp re te d  by d e c o d e rs  w ith  an  e n tire ly  d iffe re n t c u ltu ra l  backg round  
and  u n d e rs ta n d in g . A lthough th e se  in d iv id u a ls  m ay  no t p u rp o se ly  
d is to r t  g o a l- re la te d  m e s s a g e s ,  they  in te r p r e t  th e ra p e u tic  g o a ls  in  a  
p e rs o n a l  f ra m e  of r e fe re n c e  c u s to d ia lly  o r ie n te d . C onsequen tly , d i s ­
to r tio n  is  in e v ita b le .
In  su m m a ry , o n e 's  c u ltu ra l  f ra m e .o f  r e fe re n c e  b ro u g h t in to  an 
o rg a n iz a tio n  can  be bo th  functional and  d y sfu n c tio n a l to  th e  a ch iev em en t 
of o rg a n iz a tio n a l o b je c tiv e s . In  e s se n c e , i t  w ill p ro v id e  th e  f ra m e  of
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re fe re n c e  d ic ta tin g  o n e 's  u n d e rs tan d in g  of the  o rg a n iz a tio n a l o b jec ­
tiv e s , o n e 's  v a lu e  sy s te m , and, f in a lly , the  d e g re e  of co m m itm en t and  
id en tific a tio n  w ith  the o rg a n iz a tio n . C om m unication  d ire c te d  to  the 
ind iv idua l w ill be  in te rp re te d  w ith in  th is  f ra m e  of r e fe re n c e .
P e rs o n a l  N eed s . P e rs o n a l  needs a r e  h igh ly  s ig n ific an t in  d e te r ­
m in ing  the  d e g re e  of id en tific a tio n  and co m m itm en t to  o rg an iz a tio n a l 
g o a ls . In fac t, th is  fa c to r  h as  been  c ite d  a s  l im itin g  th e  d e g re e  of 
co m m itm en t to  an  o rg an iz a tio n . " . . . the  n eed s  of an  ind iv idua l do
not p e rm it  a  s in g le  m inded  a tten tio n  to  th e  s ta te d  goa ls of the  sy s te m
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w ith in  w hich they  have  b een  a s s ig n e d . " M any s tu d ie s  have e s ta b l is h ­
ed th e  fa c t th a t th e  needs of the  in d iv id u a l s ig n ific an tly  in fluence  the
74p e rc e p tio n  p ro c e s s .  T hus, o n e 's  p e rc e p tio n  and p e rc e p tu a l s t r u c ­
tu rin g  of th e  e x p re s s e d  o rg a n iz a tio n a l goa ls  does no t o ccu r o u tside
the  f ra m e w o rk  of o n e 's  ind iv idua l n eed s , m oods, p a s t  e x p e r ie n c e s ,
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p r e s e n t  e x p e r ie n c e s , e tc . T h e re fo re , p e rs o n a l  n eed s  a r e  a  h igh ly  
s ig n if ic an t v a r ia b le  in in te rp re ta t io n  of, and c o m m itm en t to, o rg a n iz a ­
tio n a l g o a ls . To th e  ex ten t th e se  goa ls  a r e  p e rc e iv e d  a s  fu lfillin g , 
th e re  w ill be  a h igh  d e g re e  of c o o rie n ta tio n  be tw een  ind iv idual and 
o rg a n iz a tio n a l g o a ls . A lso , p e rc e iv e d  d isc re p a n c y  betw een  th e
73 74S elzn ick , op. c i t . , p . 26. R iley  and R iley , op. c i t . , p . 546.
^ D a v id  K re tc h  and R ic h a rd  S. C ru tch fie ld , " P e rc e iv in g  th e  
W o rld ,!' T h e -P ro c e s s  and E ffec t of M ass C om m unication , W ilbur 
S ch ram m , e d ito r . (U rbana, I llin o is : U n iv e rs ity  of I llin o is  P r e s s ,  
1949), p . 117.
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in d iv id u a l and o rg a n iz a tio n a l goals shou ld  t r ig g e r  th e  au to m atic  
m e c h a n ism  to b r in g  about c o o rd in a tio n . H ow ever, the  c o r re c t iv e  
p ro c e s s  can  a lso  be  p e rv e r te d  by s e le c tiv e  e x p o su re  to  o rg a n iz a tio n a l 
com m un ica tion  o r  s e le c tiv e  p e rc e p tio n  of i t .  D is to r tio n  is  u til iz e d  to  
m a in ta in  a  p a r t ic u la r  goal s t ru c tu r in g  and to  m in im iz e  anx ie ty , w hich 
would be  a ro u se d  by p e rc e iv e d  d isso n a n c e . C onsequen tly , the  p o ten ­
t ia l ly  c o r r e c t iv e  m e c h a n ism s  a re  im p a ire d .
G roup  Id e n tif ic a tio n . P re v io u s ly , the  in fluence  of th e  g roup  upon 
in d iv id u a l subgoal fo rm a tio n  was ex am in e d . T h is aga in  can  be  bo th  
fu n c tio n a l and d y sfu n c tio n a l. If the  g roup  su bgoa ls a r e  fo rm a lly  
d e riv e d  and rec o g n ize d  g o a ls  of the  o rg an iz a tio n , then  g roup  id e n tif ic a ­
tio n  is  a  v e ry  pow erfu l g oa l o rien tin g  m e c h a n ism . H ow ever, the  g roup  
id e n tif ic a tio n  m ay  be  ju s t  a s  strong  w hen th e  su bgoa ls  of the  g roup  a r e  
d iv e rg e n t fro m  th e  p r e s c r ib e d  su b g o a ls . S ince the  ind iv idua l is  
dependen t upon th e  g roup  fo r  the v a s t  m a jo r ity  of th is  in fo rm a tio n , 
th en  the  subgoals he  tends to  g e n e ra te  and re in fo rc e  w ill be  the  g ro u p 's  
su b g o a ls  r a th e r  th an  the  subgoals o f the  o rg a n iz a tio n . In fac t, any  
co m m u n ica tio n  re c e iv e d  f ro m  fo rm a l so u rc e s  in  the  o rg a n iz a tio n  w ill 
be  in te rp re te d  in  v iew  of h is  p re s e n t  en v iro n m en t, w hich  is  th e  g ro u p . 
C onsequen tly , th e  m e m b e r 's  w ork g ro u p  c an  in flu en ce  h im  to adopt 
d y sfu n c tio n a l su b g o a ls .
Not only is  th e  g roup  w ith in  th e  o rg a n iz a tio n  im p o rta n t to  o r ie n ta ­
tio n  to w ard  o rg a n iz a tio n a l g o a ls , b u t a lso  th e  g ro u p s w ith  w hich  th e  
in d iv id u a l id en tifie s  o u ts id e  the o rg a n iz a tio n . Thetfe g ro u p s  m ay
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com m and  a  h ig h e r  d e g re e  of h is  lo y a lty  th an  th e  o rg a n iz a tio n . F o r  
exam p le , a  s c ie n t is t  in  an  o rg an iz a tio n  m ay  id en tify  w ith  h is  p a r t ic u ­
l a r  p ro fe s s io n a l  g roup  and  d e s ir e  p ro fe s s io n a l e x ce llen ce  above the  
p ra c t ic a l  r e s u l ts  needed  by th e  o rg a n iz a tio n . T hus, he w ill d isp la c e  
th e  g o a ls  of the  o rg an iz a tio n , w hich r e q u ir e  h im  to p ro d u ce  p ra c t ic a l  
r e s u l ts ,  fo r  th o se  of p ro fe s s io n a l  g ro u p s , w hich  e m p h asize  p ro f e s ­
s io n a l and th e o re tic a l  e x c e lle n c e .
The G roup V e rsu s  O rg a n iz a tio n a l G oal F u lf illm e n t.
Som e of the  v a r ia b le s  th a t tend  to c o n tr ib u te  to  g roup  dev ia tio n  
fro m  o rg a n iz a tio n a l goa ls  a r e  now c o n s id e re d .
F u n c tio n a l A utonom y. F a c to r in g  o rg a n iz a tio n a l goals in to  su b ­
goa ls  fo r  p a r t ic u la r  a c tiv ity  c e n te rs  h e lp s  to  m ak e  them  m ean ingfu l 
fo r  in d iv id u a ls  and  g ro u p s , bu t a t the  sa m e  tim e  p ro v id es  the  m e c h ­
a n ism  w h ereb y  a g roup  can  develop  a s tro n g  in tra c o h e s io n  and  a fe e l-
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ing of au tonom y fro m  th e  o rg an iz a tio n  and  o th e r  g roups w ith in  i t .
G ou ldner a s s e r t s  th a t o rg an iz a tio n  . . canno t be  sa id  to be  o r ie n te d
to w a rd  a  goa l ex cep t m e re ly  in  a  m e ta p h o r ic a l s e n se  u n le ss  i t  is
a s su m e d  th a t  i ts  p a r ts  p o s s e s s  a  m uch  lo w er d e g re e  of functional
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autonom y than  can , in  fa c t, be  o b se rv e d . "
^ A lv in  W. G ou ldner, "C o sm o p o litan s  and L o c a ls : T ow ard  an 
A n a ly sis  of L a te n t S oc ia l R o le s , " A d m in is tra tiv e  S cience  Q u a r te r ly ,
II and III (D ecem b er, 1957 and M arch , 1958), 281 - 306 and 440 - 480.
77
G ouldner, "O rg a n iz a tio n a l A n a ly s is ,"  op . c i t . , pp. 421 ff. 
78I b id . , p . 420.
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C om m unication  S h o rta g e . One m a jo r  p ro b le m  in  m a in ta in in g  
c o o rie n ta tio n  of g roup  and o rg a n iz a tio n a l goals is  ad eq u a te  c o m m u n ica ­
tio n  in  th e  s y s te m . The m o re  the co m m un ica tion  be tw een  re la te d  
g roups " . . .  th e  m o re  s im ila r  they  b eco m e  in  th e i r  n o rm s  and v a lu e s ;
th e  le s s  com m un ica tion  o r in te ra c tio n  betw een  th em  the  m o re  tendency
79th e re  i s  fo r co n flic t to  a r i s e .  . . . "  T hus, a  d ile m m a  is  c re a te d
betw een  b reak in g  o rg a n iz a tio n a l goa ls down in to  m ean in g fu l subgoals ,
o rg an iz a tio n a l a c tiv ity  in to  a c tiv ity  c e n te r s ,  and p ro v id in g  the
n e c e s s a ry  in fo rm a tio n  to  m a in ta in  a g oa l o rie n te d  e ffo r t. The d iv is io n
o r  s tru c tu r in g  of the a c tiv ity  c re a te s  a h ie ra rc h y  w hich m ay  a d v e rse ly
a ffe c t th e  flow of co m m un ica tion  to th e  v a r ie d  g ro u p s o r  a c tiv ity
c e n te rs  in  the  o rg an iz a tio n .
P re v io u s ly , the tendency  of com m unica tion  n e tw o rk s  to  develop
w ith in  th e  g roup  i ts e lf  w as d is c u s se d . T he fa i lu re  of th e  fo rm a l
o rg an iz a tio n  n e tw o rk  to  t ie  in to  the  g ro u p  ne tw ork  can  p a r t ia l ly  accoun t
fo r  the com m un ica tion  sh o rta g e  w hich r e s u l ts  in  d y sfu n c tio n a l subgoal
fo rm a tio n . "T h e  effic iency  of a la rg e  fo rm a l o rg a n iz a tio n  i s  s iz ea b ly
enhanced  when i ts  co m m u n ica tio n  is  t ie d  in to  the  in fo rm a l n e tw o rk  of
g roups w ith in  th e  o rg an iz a tio n  so  th a t th e  ne tw ork  c an  be  u se d  to
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su p p o rt the  o rg a n iz a tio n 's  g o a ls ."
79 80
B e re lso n  and S te in e r , op . c i t . ,  p . 331. I b id . , p . 370.
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Id en tif ica tio n . J u s t  as in d iv id u a ls  can  id en tify  w ith o u ts id e  g ro u p s ,
so  can  g ro u p s in  the  o rg a n iz a tio n  id en tify  w ith  e x te rn a l g ro u p s . F o r
exam ple , a  g roup  belonging to  a  lab o r union ten d s to id en tify  w ith the
union and its  goa ls  r a th e r  than  the goa ls of the  o rg a n iz a tio n . The
r e s u l t  is  co m m itm en t to  the la b o r  o rg a n iz a tio n a ls  goa ls  r a th e r  than  to
th o se  of the  o rg an iz a tio n  in w hich it  w o rk s . O ther ex am p les  of g ro u p
id en tif ic a tio n  o u tside  of the o rg a n iz a tio n a l en v iro n m en t could  be c ited
but the r e s u l ts  a r e  th e  sa m e . Id en tif ic a tio n  w ith  g ro u p s o u ts id e  the
o rg a n iz a tio n  is  d ysfunc tiona l to the ex ten t the o u t-g ro u p  o b jec tiv es
81
d iv e rg e  f ro m  o rg an iz a tio n a l g o a ls .
In su m m ary , w hat a r e  th e  goals of an  o rg a n iz a tio n ?  O rg an iza tio n  
goa ls  a r e  lik e ly  to  be som e c o m p ro m ise  be tw een  the  fo rm a lly  s ta te d  
g o a ls  and the  ind iv idua l and g roup  g o a ls . The c re a tio n  of a  goal 
sy s te m  c re a te s  a  se t o f expec ta tions fo r th e  g ro u p s and in d iv id u a ls .
Yet, b e c a u se  of th e  in te rv en in g  v a r ia b le s  d isc u sse d , co m p le te  o r ie n ­
ta tio n  to w ard  o rg an iz a tio n a l goa ls  is  u n lik e ly . The ex ten t to  w hich 
a c tu a l g o a ls  of the o rg a n iz a tio n  d ev ia te  f ro m  s ta te d  goa ls  is  
d e te rm in e d  by the  d iv e rg e n ce  betw een a c tu a l su b g o a ls . The g roup  
subgoals a r e  the  m o s t s ig n if ic a n t-v a ria b le  in  d e te rm in in g  the  goa ls  of 
an  o rg an iz a tio n . T hrough  c o n tro l of fo rm a l co m m u n ica tio n  n e tw o rk s
81 F o r  a d isc u ss io n  of im p a c t of L a ten t S oc ia l Id e n titie s  upon the  
o rg an iz a tio n , se e  G ouldner, "O rg a n iz a tio n a l A n a ly s is , " op. c i t . ,  
pp . 412ff.
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and in fo rm a tio n  w hich flow s th rough  th e se  n e tw o rk s ; and , a lso , by-
c o n tro l o v e r san c tio n  and re w a rd  sy s te m s , th e  o rg an iz a tio n  is
a s s u re d  of a t  le a s t  a  m in im um  d e g re e  of goal o r ie n ta tio n  on th e  p a r t
82
of the  o rg an iz a tio n a l unit.
II. COORDINATED BEHAVIOR
Although goals  p rov ide  the ra is o n  d 'e t r e  of fo rm a l o rg an iza tio n ,
83a sy s te m  of co o rd in a ted  b ehav io r is  the e s se n c e  of i t .  C oord inated  
beh av io r is  an  e s se n tia l  fe a tu re  of o rg an iza tio n ; w ithout i t  c o llec tiv e  
a tta in m en t is  im p o ss ib le . C oord ination  is  ch o sen  fo r d isc u ss io n  b e ­
cau se  of th e  in tim a te  re la tio n sh ip  betw een i t  and  the  com m unica tion  
v a r ia b le . "C om m unicative  beh av io r r e la te s ,  u n d e rlie s  and m ak es
p o ss ib le  c o lle c tiv e  and c o rp o ra te  b eh av io r. W ithout i t  no so c ia l group
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could e x is t;  hum an so c ie ty  would be im p o s s ib le ." In  th is  sec tio n , 
se le c te d  a sp e c ts  of coo rd in a ted  beh av io r in  fo rm a l o rg an iz a tio n s  a r e  
exam ined , u tiliz in g  the  com m unica tion  f ra m e  of r e fe re n c e . A rra n g ed  
in  the  o rd e r  in  w hich they  a r e  c o n sid e red , th e  to p ics  a r e :  (1) f r a m e ­
w ork  fo r  co o rd in a tio n , (2 ) im p o rt of s t ru c tu re d  s tim u lu s  s itu a tio n , 
and, fina lly , (3) in te rv en in g  v a r ia b le s .
82John  T . D orsey , J r . ,  "A C om m unication  M odel fo r A d m in is tra ­
tion , " A d m in is tra tiv e  S c ien ce  Q u a rte rly , II (D ecem b er, 1957),
317 -  318.
83 C o o rd ina tion  is  a m a tte r  of d eg ree  along the  continuum  fro m  no 
co o rd in a tio n  to  com p lete  co o rd in a tio n .
84
M apheus B re w s te r  Sm ith, "C om m un ica tive  B eh av io r, "
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F ra m e w o rk  fo r C oo rd ina tion
T his a n a ly s is  b eg in s  by assu m in g  th e  e x is te n c e  of p re d e te rm in e d  
goa ls w hich  c re a te  th e  need  fo r  c o o rd in a ted  a c tiv ity  d ire c te d  to w a rd  
th e se  e n d s . The n eed  fo r co o rd in a ted  b e h av io r  n e c e s s i ta te s  th e  
deve lopm en t of a f ra m e w o rk  fo r  co o rd in a tio n . The fra m e w o rk  is  
g e n e ra te d  by c re a tio n  of a sym bo lic  sy s te m  of b e h a v io ra l e x p e c ta tio n s . 
C om m unication  is  se e n  a s  th e  b a s ic  v a r ia b le  in  th is  p ro c e s s .  "C o m ­
m u n ica tio n s  d ire c te d  to w ard s  hum an b e in g s  a r e  acco m p an ied  by the
im p lic it  ex p ec ta tio n  th a t, if th e  m eaning is  ap p reh en d ed , re s p o n se s
85
w ith in  a g iven  ran g e  of p o s s ib il i t ie s  w ill be  fo r th c o m in g ."
The sym bolic  sy s te m  of b e h a v io ra l ex p ec ta tio n s  is  defined  and 
c re a te d  in  a t le a s t  two w ay s. F i r s t ,  r o le  sy s te m s  a r e  g e n e ra te d  and 
ro le  a c tiv it ie s  defined , re s u ltin g  in  the  c re a tio n  of s t ru c tu re  and a 
s e t  of a u th o r ity  re la tio n s h ip s . Second, p o lic ie s , p ro c e d u re s , and 
m ethods a r e  fo rm u la te d  a s  fu r th e r  gu ides to b e h a v io r . T h ese  fa c ­
to r s  a r e  th e  su b jec t of the  follow ing d is c u s s io n .
R ole R e la tio n sh ip s
C re a te s  S t ru c tu r e . In o rg an iz a tio n , i t  is  n e c e s s a ry  to  g e n e ra te  a 
sy s te m  of in te r r e la te d  s e t  of e x p e c ta tio n s . As d is c u s s e d  e a r l ie r ,  the  
to ta l  a c tiv ity  of the  o rg an iz a tio n  is  fa c to re d  in to  in te r r e la te d  a c t iv i t ie s ,
P sy ch o lo g ica l R eview , LIII (S ep tem b er, 1946), 294.
85D o rsey , op. c i t . ,  p . 313.
114
86
w hich a r e  a ss ig n e d  to  a c tiv ity  c e n te r s .  T he a c t iv i t ie s  c o n s is t  of a
s e r ie s  of in te r r e la te d  ro le s .  T h e re fo re , in  e s se n c e , th e  p ro c e s s  of
o rg an iz in g  c o n s is ts  of g en e ra tin g  a  sy s te m  of in te r r e la te d  ro le s ,
87w h e re  a  ro le  is  a  sy m b o lic a lly  defined  sy s te m  of ex p ec ta tio n s .
H ence, ro le  is  a  sym bo lic  concep t, and ro le  b o u n d a rie s  a r e  sym bolic  
88
b o u n d a rie s . W hen an em ployee  com es in to  an  o rg an iz a tio n , he  is
a ss ig n e d  a  sp ec ific  ro le .  The ro le  d e sc r ip tio n  not only defines the
expec ted  b eh av io r of the  ind iv idua l in  the  o rg an iz a tio n , but the  re la t iv e
89
p o sitio n  of the  ro le  in  the  to ta l sy s te m . T hus, the  ro le  d e sc r ip tio n
not only s e ts  fo r th  th e  b o u n d a rie s  of the expec ted  b eh av io r fo r the  - 
ro le  p e r fo rm e r ,  but, a lso , i t  e s ta b lis h e s  h is  expec ted  re la tio n sh ip  to  
the  o th e r  ro le  p e r fo rm e rs  in  th e  o rg a n iz a tio n .
T h e re fo re , th ro u g h  th e  p ro c e s s  of g en e ra tin g  the  ro le  p r e s c r ip ­
tio n s and th e ir  in te r r e la te d n e s s  fo r ev ery  m e m b e r  o r e v e ry  p o sitio n
90in  th e  o rg an iz a tio n , th e  s t ru c tu r e  of the o rg an iz a tio n  is  defined .
86 T hat is ,  w o rk  c e n te rs  a r e  c re a te d , and  when the  v a rio u s  
a c t iv i t ie s  a r e  s ta ffed , w o rk  g ro u p s a r e  fo rm e d .
87
T a lco tt P a r s o n s , "B oundary  R e la tio n s  B etw een  S o c io -c u ltu ra l 
and P e rs o n a l i ty  S y s te m s , 1,11 T ow ard  A U nified T h eo ry  of H um an B eh av io r, 
Roy R . G rin k e r , e d ito r . (New Y ork: B asic  B ooks, I n c . ,  1953), p . 335.
88 89Ib id . B e rio , op. c i t . , p . 136.
90 Of c o u rs e , th is  im p lie s  th e  fo rm a l o rg a n iz a tio n  s t ru c tu r e  and 
not th e  s t r u c tu r e  th a t m ay  e x is t  a t any  one t im e  b e c a u se  of the  
in te ra c tio n s  of the  ro le  p la y e rs  and m o d ifica tio n  of the  ro le  s t r u c tu r e  
a s  fo rm u la te d  by the  o rg a n iz a tio n .
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A ccording  to  th is  line  of rea so n in g , th e  fo rm a l o rg a n iz a tio n  s t ru c tu r e
i s  s im p ly  an  ou tg row th  of the sym bolic  b o u n d a rie s  d raw n  a ro u n d  the
v a rio u s  functions o r p o s itio n s  n e c e s s a ry  fo r  c a rry in g  ou t the  a c tiv ity
91for w hich th e  o rg an iz a tio n  e x is ts .
C re a te s  A u th o rity  R e la tio n sh ip s . S ince the p ro c e s s  of g en e ra tin g  
ro le  sy s te m s  w ith in  th e  o rg an iza tio n  e s ta b lis h e s  not only sy s te m s  of 
b eh av io ra l ex p ec ta tio n s  but a ls o  the r e la t iv e  re la tio n sh ip  am ong ro le s , 
that i s ,  th e ir  re la tiv e  p o sitio n , the sy s te m  of a u th o rity  re la tio n sh ip s  
is  an end p ro d u c t of th e  p ro c e s s .  B ecau se  ro le  p o s itio n s  p a r t ia l ly  p r e ­
s c r ib e  the p o ss ib il i ty  fo r , and the  na tu re  of, in te ra c tio n  in  th e  sy s tem , 
they e s ta b lis h  the  r ig h t  of so m e  ro le  p la y e rs , in  the p e rfo rm a n c e  of 
th e ir  expected  b eh av io r, to c o o rd in a te , d ire c t,  and c o n tro l th e  b e ­
h av io r of o th e r s .  If th e  sym bol sy s te m  e stab lish in g  th e  boundary  r e ­
la tio n sh ip s of the  ind iv idual ro le s  h as  been  in te rn a liz e d  and a ccep ted  
by th e  v a rio u s  ro le  p la y e rs , th en  the  re la t iv e  r ig h ts  and  p o s itio n s  of
the  d iffe ren t ro le s  and the p e rs o n  p e rfo rm in g  th em  w ill be re c o g n ize d
92
and, p re su m e d ly , a c c ep ted . T h e re fo re , the  ro le  sy s te m  d efines  the  
a u th o rity  sy s te m  in the  o rg an iz a tio n . In e s se n c e , the fo rm a liz e d  
sy s te m  of a u th o rity  is  a  sy s te m  of sp e c ia liz e d  ro le s .
91 P re s th u s , op. c i t . , p . 50.
92 Q ualifica tion  of th e se  g e n e ra liz a tio n s  w ill be exam ined  la te r  in  
th is  d is c u s s io n .
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C onsequently , th e  p ro c e s s  of in te rn a liz a tio n  of th e s e  sym b o lic  
sy s te m s  of b e h a v io ra l ex p ec ta tio n s  is  c ru c ia l  to e s ta b lish in g  and 
m a in ta in in g  a  c o o rd in a ted  s y s te m . An in te n s iv e , co n sc io u s ly  fo rm u ­
la te d  e ffo rt to  in te rn a liz e  the  p re d e te rm in e d  ro le  b e h a v io r - -s h o u ld  
accom pany  th e  induction  of a new m e m b e r  in to  the  o rg a n iz a tio n . T h e re ­
fo re , a tra in in g  p ro g ra m , to  a  la rg e  ex ten t, w ould be an  in d o c tr in a tio n a l 
a ttem p t d ire c te d  to w ard  in te rn a liz in g  the  ro le  d e sc r ip tio n  w hich d e ­
fin es  expec ted  b e h a v io r . An incom ing  o rg a n iz a tio n a l m em b er e x p e r i­
ences the  n eed  tp in s titu te  com m un ica tion  to o r ie n t  h im s e lf  to h is  new
93e n v iro n m en t and  to  b ecom e acq u a in ted  w ith  the  new  ro le  a s su m e d .
S tudies in d ic a te  th a t p r im a c y  of e x p o su re  to co m m u n ica tio n  does
in fluence  the tendency  to  in te rn a l iz e  in fo rm a tio n , and, thus, fo r  i t  to
94
becom e a  b e h a v io ra l a n c h o r . A s a  g e n e ra liz a tio n , the  in fo rm a tio n  
p re s e n te d  f i r s t  w ill be m o re  in flu en tia l than  th e  su cceed in g ; a lso , 
the  f i r s t  e x p o su re  to  the  d a ta  is  th e  m o st in f lu e n tia l. C onsequen tly , 
the  p e rso n n e l co n ce rn e d  w ith  co o rd in a tin g  th e  o rg a n iz a tio n a l a c tiv ity  
h a s  a  unique o p p o rtu n ity  to  p ro v id e  the  in fo rm a tio n a l f ra m e  of r e f e r ­
ence fo r the  e n te rin g  m e m b e r . A c o n c e rte d  e ffo rt a t  th is  tim e  can  
m in im iz e  th e  p e rv e rs io n  of the  fo rm a l s t ru c tu r e  and a u th o rity
93 See N ew com b, op . c i t . ,  p . 392 - 402.
94C . I . H ovland, e t. a l . ,  T he O rd e r of P re s e n ta t io n  in  P e r s u a s io n  
(New H aven, C o n n .: Y ale U n iv e rs ity  P r e s s ,  1957), p . 193.
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re la tio n sh ip s  as th e  m e m b e r is  in te g ra te d  in to  a p a r t ic u la r  w ork  
g ro u p . N ev er aga in  w ill the  opportun ity  to  in fluence  h is  thinking be
♦ 95 a s  g re a t .
P o lic ie s , P ro c e d u re s , and M ethods
Once a p reco n ce iv ed  se t of o b jec tiv es h a s  been  e s tab lish ed , the 
m e a s u re  of an  o rg a n iz a tio n 's  e ffec tiv en ess  is  p a r t ia l ly  a function  of 
how w ell each  a c tiv ity  c e n te r  is  co n trib u tin g  to w ard  th e se  o b je c tiv e s . 
U ncoord inated  subgoals m ay  becom e ends r a th e r  than  m ean s to 
ach iev ing  th e  h ig h e r o b je c tiv e s . F o r  co o rd in a tio n  p u rp o se s , in  o rd e r  
to  in s u re  a  un ified  se n se  of d ire c tio n , i t  is  n e c e s s a ry  to  e s ta b lis h  
sym bolic  sy s te m s  of b o u n d arie s  in  add ition  to the  ro le  b o u n d a rie s . 
E s tab lish in g  th e se  b ro ad  b o u n d a rie s , p o lic ie s , a s s i s t s  p e rso n s  and 
g ro u p s to  p e rfo rm  th e ir  ro le  functions in a  un ified  m an n e r by in d ic a t-
i
ing the  sy s te m a tic  e ffo rt d e s ire d , and, a lso , by p rov id ing  a lim ite d  
defin ition  of the  s itu a tio n . In s tead  of an ind iv idua l having to  con ­
s id e r  a ll  p o ss ib le  b eh av io ra l a lte rn a tiv e s , he  is  l im ite d  to th o se  w ith ­
in  th e  fra m e w o rk  of the p a r t ic u la r  po licy  b o u n d a rie s  e s ta b lish e d .
T hus, an  im p o rta n t function  of p o lic ie s  is  to  in s u re  a  s im ila r  d e fin i­
tio n  of the  s itu a tio n  by th o se  ro le  p la y e rs  to  w hom  the p o lic ie s  apply, 
e sp e c ia lly  th e  ones in  a u th o rity  p o sitio n s  in  the  o rg an iz a tio n .
L a te r  in  th is  d isc u ss io n  it  is  po in ted  out th a t a f te r  the m e m b e r 
b eco m es e s ta b lish e d  in  a  w o rk  group , th is  g ro u p  w ill be the  m o s t 
im p o rta n t in fluence  on h is  b e h a v io ra l e x p ec ta tio n s .
118
F o r  m any  ro le  p la y e rs , e sp e c ia lly  th o se  in th e  lo w er le v e ls  of 
th e  s tru c tu re d  h ie ra rc h y , p o lic ie s  a r e  too b ro a d  to  p ro v id e  an  e ffec ­
tiv e  b e h a v io ra l s tim u lu s . C onsequen tly , c o o rd in a tio n  i s  fu r th e r  
a s s u re d  by b reak in g  th e  p o lic ie s  down into m o re  m ean ing fu l u n its , o r 
in to  m o re  n a rro w  b o u n d a rie s . T hese g roup ings of b o u n d a rie s  a r e  
c a lle d  p ro c e d u re s  and m e th o d s . They a re  m o re  h igh ly  p re s c r ib e d  
sym bo lic  b o u n d a rie s  to  guide expec ted  beh av io r and to  l im it  the  a l t e r ­
n a tiv es  of a p a r t ic u la r  ro le  p la y e r . T hus, a  m ean ingfu l d e fin itio n  and 
in te rp re ta t io n  of the s itu a tio n  and, th u s , a m o re  un ified  sy s te m  of 
ac tio n  is  enhanced.
Im p o rt of S tru c tu re d  S tim u lus S ituation
It i s  im p o rta n t to  view  o rg an iz a tio n  as a  s tru c tu re d  sym bo lic
sy s te m  of ex p ec ta tio n s . It is  a  unique b e h av io ra l sy s te m  m ade  po s-
96
s ib le  by the  a c c ep tan c e  and in te rn a liz a tio n  of a s tru c tu re d  s e t  of 
sym bo lic  boundary  re la tio n sh ip s , w hich, in  tu rn , guide b e h av io r . 
T h ese  re la tio n sh ip s  a r e  e sp e c ia lly  in flu e n tia l in  guiding ind iv idua l
9 7
b eh av io r b ecau se  . . they  a r e  o rg an ized  sy s te m s  of ex p ec ta tio n . " 
They c a r r y  so c ie ta l  and  g roup  le g itim a tio n . " T h e ir  s ta tu s  and 
a u th o rity  sym bols function  a s  p a tte rn s  of m a n ife s t  s tim u li th a t
96 T his is  no t to im p ly  to ta l  a cc ep tan c e  but, a t  le a s t ,  a p a r t ia l  
a cc ep tan c e  on the  p a r t  of the  o rg an iz a tio n a l m e m b e r .
97 P re s th u s , op. c i t . ,  p . 53.
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re in fo rc e  the  hum an  tendency  to hono r m a jo r ity  v a lu e s ." T hus, 
the  s tru c tu re d  s tim u lu s  s itu a tio n  in  an  o rg an iz a tio n  c re a te s  a co n ­
sc io u s ly  a r t ic u la te d  n o rm a tiv e  fra m e w o rk  w ith in  w hich o rg an iz a tio n a l
b eh av io r o c c u rs .
*
In th is  sec tio n , the  ro le  of the  s tru c tu re d  s tim u lu s  s itu a tio n  in 
guiding p e rc e p tio n  and m ean ing  and in  p rov id ing  fo r  the  developm en t 
of p ro g ra m m e d  re s p o n se s  is  exam ined .
G uides P e rc e p tio n  and M eaning
An o rg an iz a tio n  is  being v iew ed  a s  a s tru c tu re d  sy s te m  of b eh av ­
io ra l  ex p ec ta tio n s  d e riv e d  by in te rn a liz a tio n  of sym bol s y s te m s . F o r  
con tinued  e x is te n ce , a  m in im um  d e g re e  of c o o rd in a te d  a c tiv ity  is  
r e q u ire d . In fo rm atio n , in  the fo rm  of co n sc io u s ly  d e riv e d  s e ts  of 
s tim u li (m e ssa g e s ) , is  a  v ita l inpu t in to  th is  s y s te m . I t can  be co m ­
p a re d  to  blood in  the  hum an body, w hich functions to  supply  the  
n e c e s s i t ie s  fo r  th e  v a rio u s  o rg a n s , and, a lso , a s  an  o u tle t fo r  non- 
e s s e n t ia ls .  The v e s s e l  sy s te m  p ro v id es  the  s t ru c tu re d  pa th  to  d ir e c t  
the  flow of b lood. The o rg a n iz a tio n a lly  e s ta b lish e d  n e tw o rk s guide the
flow of s tim u li needed  to a c tiv a te  and guide th e  v a r io u s  ac ting  u n its ,
99who a r e  u ltim a te ly  re sp o n s ib le  fo r  in te rp re tin g  th e s e  s tim u li .
98Ib id .
99 M ason H a ire  ( e d . ), M odern  O rg an iza tio n  T h eo ry : A Sym posium  
of the  F oundation  fo r  R e s e a rc h  on Hum an B eh av io r (New Y ork: John  
W iley and  Sons, I n c . ,  1959)* pp . 290 - 305.
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The g e n e ra te d  s t ru c tu re d  s e t  of re la tio n sh ip s  m ak e s  p o ss ib le
d ire c tin g  and adapting  the in fo rm a tio n a l s tim u li to  a  p a r t ic u la r  acting
u n it. M ore  im p o rtan tly , b e c a u se  of the s t ru c tu re d  s tim u lu s  s itu a tio n ,
th e  p e rc e p tio n  and evaluation  of m e s s a g e s  is  s ig n if ic a n tly  en- 
100
han ced . C onsequently , the  p ro b a b ility  of ach iev ing  co m m u n ica ­
tio n s  is  in c re a s e d . E valuation  of the  so u rc e , a  b a s ic  cue  to in te rp re tin g  
and  a ss ig n in g  m ean ing  to m e s s a g e s , is  s ig n ific an tly  fa c ili ta te d  by the  
s t ru c tu re d  s itu a tio n  in  w hich the m e s sa g e  is  re c e iv e d . L ik ew ise , the  
oppo rtun ity  to b rin g  the  m e ssa g e  in to  the  e n v iro n m en ta l s ta te  of the 
r e c e iv e r ,  enabling i t  to becom e an  e ffec tive  s tim u lu s , is  enhanced . 
P ro v is io n  fo r feedback  can  m ak e  c o rre c t iv e  m e tac o m m u n ica tio n  p o s ­
s ib le  im m ed ia te ly , th a t is ,  a  m e s sa g e  w hich co n ta in s  cu es fo r  i n te r ­
p re tin g  a p rev io u s  m e s s a g e . The d e s tru c tiv e  co n seq u en ces of 
d is to r tio n  can  be m in im iz e d . A lso , the  p o s s ib il i ty  fo r  f le x ib ility  in 
th e  n a tu re  of the  p ro c e s s  and m ed ia  in c re a s e s  the p ro b ab ility  of 
ach iev ing  com m un ica tion . F o r  exam ple , the  com m un ica tion  could  be 
changed  fro m  a  w r itte n  m em o o rig in a tin g  fro m  a  m a n a g e r d ire c te d  to  
th e  g roup  to  in te rp e rs o n a l  o ra l  co m m u n ica tio n .
B eh av io r, re su ltin g  f ro m  a m e s sa g e , is  c lo se ly  re la te d  to  the  
m ean ing  a ss ig n e d  to  it, w hich, in  tu rn , is  d e te rm in e d  by the ev a lu a tiv e
*^® M usafer S h e rif  and C aro ly n  W. S h erif , An O utline of Social 
P sy ch o lo g y . (R ev. e d . ; New Y ork: H a rp e r  and  B ro th e r s ,  I n c . ,
1956), pp . 80 ~ 81.
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p ro c e s s e s  th rough  w hich  the m e s sa g e  s tim u li is  f i l te r e d . The
s tru c tu re d  s tim u lu s  s itu a tio n  of an  o rg an iz a tio n  s ig n ific an tly  in flu en ces
101
th is  in te rp re t iv e  p ro c e s s .  F i r s t ,  the o rg a n iz a tio n  h as in fluenced  
th e  r e c e iv e r 's  f ra m e  of r e fe re n c e  th rough  the in te rn a liz a tio n  of c e r ­
ta in  sym bol sy s te m s . Secondly, i t  h as  p a r t ia l  c o n tro l o v e r the  r e ­
c e iv e r 's  en v iro n m en t, w hich w ill in fluence  both the in te rp re ta t io n
102and re s p o n se  to the  m e s s a g e . T h ird ly , the  im p lic it  san c tio n s  fo r
m is in te rp re ta t io n  and  the  re s u l ta n t  b eh av io r m o tiv a te s  the  re c e iv e r
103
to ev a lu a te  m o re  c a re fu lly . A re la te d  c o n s id e ra tio n  is  the  s tim u lu s  -
104
re s p o n s e - re w a rd  concep t of le a rn in g . The im p o rta n c e  of the  la t te r  
concep t fo r p re s e n t  d is c u s s io n  is  th a t the  m ean ing  and re sp o n se , w hich 
w ill tend  to lead  to m ax im u m  re w a rd  o r m in im u m  sa n c tio n s , is  m o s t 
lik e ly  to  be ch o sen .
The s tru c tu re d  s tim u lu s  s itu a tio n  f a c i l i ta te s  com m unica tion  in 
s t i l l  a  fo u rth  w ay. A r e p e r to ry  of sy m b o ls , w hich have a com m on
^ ^ P r e s th u s ,  op. c i t . , p . 55.
1 0? W ilbur S c h ram m  ( e d . ), "How C om m unication  W orks, " The 
P ro c e s s  and E ffect of M ass C om m unication  (U rbana, Illino is;.
U n iv e rs ity  of Illin o is  P r e s s ,  1949), p . 13.
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As d is c u s se d  e a r l ie r ,  the  p o ten tia l co n seq u en ces of m is -  
co m m un ica tion  in fluence  how c a re fu lly  th e  ev a lu a tiv e  p ro c e s s  is 
c a r r ie d  out.
104F o r  a  d isc u ss io n  of th is  concep t, se e  B e rio , op. c i t . ,
pp . 9 2 - 102.
deno ta tive  m ean ing  fo r the  p a r t ic ip a n ts , is  e s ta b lis h e d . B ecau se
of p e r s is te n t  ex p o su re  to  a  p a r t ic u la r  s e t  of sy m b o ls , in d iv id u a ls  tend  
to have com m on e x p e rie n tia l b ackgrounds w ith  them , th e re fo re  a s s ig n  
s im ila r  m ean ings to the  sy m b o ls .
The developm ent of a fa m ilia r  v o cabu lary , com posed  of both 
tec h n ic a l and n o n -tech n ica l te rm s , in c re a s e s  the  e ffic iency  of com m u­
n ica tio n s  in  o rg an iz a tio n s , and the  m o re  e ffic ien t the  m e ssa g e , tha t is ,
the m o re  in fo rm a tio n  th a t can be bu ilt in to  th em , the  few er re q u ire d
106to be  tra n s m it te d  th rough  the  com m un ica tion  c h an n e ls . R eduction
in  m e s sa g e  freq u en cy  m ay  in c re a s e  th e  e ffe c tiv en e ss  of th o se  t r a n s ­
m itte d  b e ca u se  an  ind iv idual h as lim ite d  c a p a c ity  fo r  a ttend ing  s tim u li 
in  h is  en v iro n m en t.
. . .w hen  th e re  is  an abundant o r su p e rflu o u s inpu t. . . 
the  se n se s  ig n o re . . . sm a ll  d if fe re n c e s . As the  a v a ila b le  
input d e c re a s e s  and b eco m es sp a rc e , the  se n s it iv ity  to  d e te c t 
in te n s ity  and d iffe ren c e  in c re a s e s  trem en d o u s ly , un til m an  
ob ta in s h is  m ax im um  se n s itiv ity  under cond itions of
m in im u m  s t im u la t io n . 107
105A gain, i t  m u st be  po in ted  out h e re  th a t b e ca u se  a s e t  of 
sym bo ls have  the  sam e d en o ta tiv e  m eaning  fo r  in d iv id u a ls , th a t is ,  
d ic tio n a ry  d e fin itio n s , th ey  a r e  no t lik e ly  to hav e  the  sam e  conno ta- 
tiv e  m ean in g . C onsequently , i t  is  not in ten d ed  h e re  to  ig n o re  the  
conno ta tive  s ig n ifican ce  of sym bo ls, only to em p h a size  the  im p o r­
tan ce  of having a se t of sym bols w ith s im ila r  deno ta tive  m ea n in g s .
* ^ M a rc h  and Sim on, op. c i t . , pp . 162 - 163.
107 B e re lso n  and S te in e r, op. c i t . ,  pp. 91 - 92.
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A llev ia ting  o v e re x p o su re , by reduc ing  the  n u m b er of m e s s a g e s ,
in c re a s e s  the  e ffec tiv en ess  of th o se  se n t; . . th e  re d u c tio n  of th e
a v a ila b le  s tim u li in c re a s e s  the  e ffec tiv en ess  of th e  s tim u li th a t 
108
r e m a in ."  T h e re fo re , the in c re a s e d  e ffic ien cy  of com m un ica tion
re su ltin g  fro m  having an  e ffective , f a m ilia r  v o c ab u la ry  d e fin ite ly
109in fluences the co o rd in a tio n  ach iev ed . F o r  exam ple , e x p e rim e n ta l
data  h as  show n th a t la c k  of an ad eq u a te  com m only  u n d e rs to o d  tec h n ic a l
110
v o cab u la ry  does a ffec t p e rfo rm a n c e  and, th u s , c o o rd in a tio n . In 
e sse n c e , having a com m only  u n d e rs to o d  se t of te c h n ic a l te r m s  is  v ita l
to ach iev ing  the  lev e l of com m unica tion  n e c e s s a ry  fo r  a h igh d e g re e  of
•  111co o rd in a tio n .
E n co u rag es the D evelopm ent of P ro g ra m m e d  R esp o n ses  
One phenom enon, a lre a d y  d isc u sse d , is  the tendency  of ind iv idua ls 
to  g roup  sym bols and th e ir  re la te d  m ean in g s and v a lu es  in to  com plex
108 B erio , op. c i t . , p . 88.
* Ma r c h  and S im on, op. c i t . , p . 162.
110 J .  M acy, J r . ,  L . S. C h r is t ie , and R . D. L uce , "Coding 
N o ises  in  T a sk  O rien ted  G roups, " Jo u rn a l of A bnorm al and S ocial 
P sycho logy , XLVIII, 1953, 401 -.409-
***Tn fac t, th is  is  one of th e  m a jo r  hand icaps to  r e s e a r c h  in  the  
a r e a  of o rg an iza tio n a l th eo ry  and  the  b e h a v io ra l s c ie n c e s  in  g e n e ra l .  
The la c k  of a  com m on s e t  of language  sym bols and  te c h n ic a l te rm s  is  
d e fin ite ly  a  lim itin g  fa c to r  in u tiliz in g  a s  e ffec tiv e ly  a s  p o ss ib le  the  
e x p e rim e n ta l and  th e o re tic a l  d a ta  f ro m  the v a r io u s  a r e a s  of b e h a v io ra l 
s c ie n c e s .
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112sy s te m s  w hich can  be evoked by a le a d  sym bol s tim u lu s . The 
n a tu re  of o rg an iz a tio n , a s  a  sym bolic  sy s te m  of expec ta tion , is  co n ­
ducive to  the  tendency  to w ard  grouping of sym bol sy s te m s . Not only 
is  the m ilie u  conducive to  th is  tendency , but a ls o  in  m any  c a s e s  i t  is  
a c tiv e ly  en co u rag ed  a s  a d ev ice  fo r co o rd in a tin g  and co n tro llin g  o rg a n ­
iza tio n  b e h av io r . T h is en co u rag em en t can  be a ttr ib u te d  to the  
ro u tin e  n a tu re  of m any  of the  ta s k  p e rfo rm a n c e s  and the need  fo r  
s im ila r  re s p o n s e s  to  s im ila r  en v iro n m en ta l s t im u li . T hus, in  the  
s tru c tu re d  m ilie u , an  en v iro n m en ta l s tim u lu s  . . m ay  evoke
im m e d ia te ly  f ro m  th e  o rg an iz a tio n  a  h igh ly  com plex  and o rg an iz ed  se t
113of re s p o n se s  . . . we c a ll a  p e rfo rm a n c e  p r o g r a m . 11 The fo llow ­
ing d isc u ss io n  on the  n a tu re  and developm en t of p e rfo rm a n c e  p ro g ra m s  
e m p h a s iz e s  the  im p o rta n c e  of the s tru c tu re d  s tim u lu s  s itu a tio n  to 
co o rd in a te d  a c tiv ity .
D evelopm ent and Im p o rta n ce  of P e r fo rm a n c e  P ro g ra m s . 
P ro g ra m m e d  re s p o n s e s  a r e  p e rc e iv e d  to be a  v e ry  im p o rta n t a sp e c t 
of beh av io r in  g e n e ra l and  in  o rg an iz a tio n  b eh av io r in  p a r t ic u la r .
"T hey  accoun t fo r  a  v e ry  la rg e  p a r t  of the b eh av io r of a l l  p e rso n s  and 
fo r  a lm o s t a ll  th e  b eh av io r of p e rso n s  in  re la t iv e ly  ro u tin e  p o s it io n s ." ^  
I t  m ay  be o b se rv e d  h e re  th a t p ro g ra m m e d  re s p o n s e s  a r e  p r im a r i ly
112 A rnold  M . R ose  ( e d . ) Hum an B eh av io r and Social P ro c e s s e s
(B oston: Houghton M ifflin  C o ., 1962), p . 10.
^ ^ M a r c h  and Sim on, op. c i t . ,  p . 141. * * ^ Ib id ., pp . 141 - 142.
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co m m u n ica tiv e  b eh av io r phenom ena. T hey re q u ire ,  f i r s t ,  th e  i n te r ­
n a liza tio n  of a  p a r t ic u la r  c lu s te r  of sym bols w hich s e rv e  a s  b o u n d a rie s  
to th e  p a r t ic u la r  b eh av io r and, second , the  e x is te n c e  of a key  p ro g ra m  
evoking sym bo l. The s tru c tu re d  s tim u lu s  s itu a tio n  of o rg an iz a tio n  is  
conducive to  the e x is te n ce  of both of th e se  co n d itio n s . "In th e  s t r u c ­
tu re d  m ilie u  of a big  o rg an iz a tio n  we can  a s su m e  th a t bo th  p e rc e p tio n
and conditioning  a r e  fa c ili ta te d  by the m a n ife s t and a u th o r ita tiv e  n a tu re  
115of th e  s t im u l i ."
P ro g ra m m e d  re sp o n se s  a r e  an  im p o rta n t type of o rg an iza tio n  
beh av io r fo r  s e v e ra l  re a s o n s . F i r s t ,  th ey  a r e  tim e  sav ing  b e c a u se  
they  lim it  the  tim e  spen t se a rc h in g  fo r  a l te rn a t iv e s .  C u rta ilin g  the  
s e a rc h  a c tiv ity  c an  be b e n e fic ia l s in c e  m uch  of the  re q u ire d  o rg a n iz a ­
tion  b eh av io r is  ro u tin e . The redundan t s e a rc h  a c tiv ity  fo r  a lte rn a tiv e  
re s p o n se s  to  the sam e  s tim u lu s  s itu a tio n  is  e lim in a te d  a f te r  an 
in te rn a liz e d  se t of d e s ire d  re s p o n s e s  h a s  been  e s ta b l is h e d . 117
Second, c o n tro l of the  fo rm a l channe ls  th rough  w hich in fo rm a tio n  
is  tr a n s m it te d  en ab les  the  o rg a n iz a tio n  to  c o n tro l th e  p ro g ra m  evoking
115
P re s th u s , op. c i t . , p . 55.
H ^ F o r  a m o re  d e ta ile d  d isc u ss io n  of p e rfo rm a n c e  p ro g ra m s , see  
M arch  and Sim on, op . c i t . , pp . 140 - 150.
^ ^ A lth o u g h  p ro g ra m m e d  re s p o n se s  in  m o s t c a s e s  a r e  b en e fic ia l, 
th e re  a r e  c irc u m s ta n c e s  w h e re  p ro g ra m  re s p o n se s  could  be  d e t r i ­
m e n ta l. T h is p o s s ib ili ty  w ill be c o n s id e re d  u n d er th e  se c tio n  on 
in te rv en in g  v a r ia b le s .
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s tim u li . I t  a ls o  en ab les  th e  d if fe re n tia tio n  of s tim u li;  thus th e  p ro g ­
ra m  evoking s tim u lu s  can be d ire c te d  to  the  in tended  a c tiv ity  c e n te r
of th e  ro le  p la y e r  w ith  a  re a so n a b le  d e g re e  of a c c u ra c y  and a m im im u m
118
d e g re e  of le a k a g e . "T he  v e ry  defin ition  of a 's t r u c tu r e d  f ie ld 1 is
th a t s tim u li a r e  s ta b le , obvious, and com pelling , in  the  s e n se  they
119d e fin e .a p p ro p r ia te  b e h a v io r ."  L ikew ise , "T he  m o re  obvious and
pow erfu l ( s tru c tu re d )  the  s tim u li in  a  g iven  in te rp e r s o n a l  s itu a tio n  a re ,
120th e  m o re  p re d ic ta b le  and c o n s tan t the  re s p o n se . "  T h e re fo re , the  
c ap a b ility  of in s titu tin g  a p re d e te rm in e d  se t of b e h a v io ra l re s p o n s e s  
by p lanned  d ire c tin g  of p ro g ra m  evoking s tim u li is  an  im p o rta n t 
co o rd in a tin g  m e c h a n ism .
T h ird , c o o rd in a tio n  of o rg a n iz a tio n a l b eh av io r is  p a r t ia l ly
121dependen t upon th e  cap a c ity  to  p re d ic t  the  b eh av io r of m e m b e rs .
As M a rch  and Sim on o b se rv e , the  p re d ic ta b ili ty  of b eh av io r is  im p o r ­
ta n tly  re la te d  to  a  know ledge of v a rio u s  p e rfo rm a n c e  p ro g ra m s . 
"K now lege of th e  p ro g ra m  of an  o rg an iz a tio n  p e rm its  one to  p re d ic t,
122in  c o n s id e ra b le  d e ta il , the  b eh av io r of m e m b e rs  of the o rg a n iz a tio n . "
118 T his d is c u s s io n  is  no t in ten d ed  to  deny th e  im p o rta n c e  of in fo rm ­
a l c h an n e ls , f i l t e r s ,  e tc . bu t is  in tended  to  e m p h asize  the  c o o rd in a tiv e  
p o ten tia l of a  h igh ly  bounded s tru c tu re d  s tim u lu s  s itu a tio n .
119 l ?0P re s th u s ,  op . c i t . , p . 62. I b id . , p . 59.
121 H e rb e r t  A . Sim on, A d m in is tra tiv e  B eh av io r: A  Study of 
D ec is io n  M aking P ro c e s s  in  A d m in is tra tiv e  O rg an iza tio n  (2nd. e d . ;
New Y ork: T he M acm illan  C o . , 1961), p . 104.
122M arch  and  Sim on, op. c i t . ,  p . 143.
127
C onsequently , th e  m o re  conducive o rg an iz a tio n a l a c tiv ity  is  to  b e c o m ­
ing p ro g ra m m e d , the  m o re  p re d ic ta b le  and co o rd in a te d  a r e  the  
b eh av io ra l p a tte rn s  in  the o rg an iz a tio n .
N a tu re  of P ro g ra m s . To fu lly  u n d e rs tan d  and u til iz e  the  c o o rd in a t­
ing p o ten tia l of p ro g ra m m e d  re s p o n s e s , i t  is  n e c e s s a ry  to  u n d e rs tan d  
the n a tu re  of p ro g ra m s . F i r s t ,  they  can  be co n sc io u s ly  fo rm u la te d  
se ts  of expec ted  b eh av io rs  w hich a r e  capab le  of being e lic ite d  by p a r ­
t ic u la r  s tim u li . As such, th ey  becom e h ab itu a l b e h a v io rs , w hich
m u s t be le a rn e d , and " . . .  to  p ro d u ce  le a rn in g  in  a r e c e iv e r ,  we m u s t
123
b re a k  som e e x is tin g  hab it p a tte rn s  and e s ta b lis h  new o n e s ."  T hen 
the  co n sc io u s ly  fo rm u la te d  p ro g ra m s  m u s t be  d e riv e d  and taugh t to
th o se  ro le  p la y e rs  fro m  w hom  the p re d e te rm in e d  re s p o n se s  to  d ire c te d
• „ 124 s tim u li a r e  ex p ec ted .
Second, an  im p o rta n t k ind  of p ro g ra m  is  the  one w hich  h as  been
developed  fro m  p a s t  e x p erien ce  and in te rn a liz e d , but n e v e r  h a s  been
red u c ed  to p ro c e d u ra l s ta te m e n ts . "M ost p ro g ra m s  a r e  s to re d  in  the
m in d s of th e  em ployees who c a r r y  th em  out, o r  in  the  m inds of th e ir
125
s u p e r io r s ,  su b o rd in a te s , o r  a s s o c ia te s .  " Then, one m u s t study  
the  o rg a n iz a tio n a l a c tiv ity  to  d isc o v e r  and define  th is  p a r t ic u la r  type  of
123
B e rio , op. c i t . , p . 83.
* ^ F o r  a  d isc u ss io n  of th e  le a rn in g  p ro c e s s  and p r in c ip le s  
invo lved-in  in te rn a liz in g  h ab itu a l r e s p o n s e s , see  I b id . , pp . 84 - 99.
M arch  and Sim on, op . c i t . , p . 142.
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p e rfo rm a n c e  p ro g ra m . A tr a in e d  a n a ly s t c an  d is c e rn  th e s e  th ro u g h  
o b se rv in g  o rg an iz a tio n a l b eh av io r in re s p o n s e  to re p e t it iv e  s tim u li 
and by in te rv iew in g  the v a rio u s  m e m b e rs  involved  in  any  one re p e tit iv e  
re s p o n se .
F in a lly , a s  m en tioned  p rev io u s ly , p ro g ra m m e d  re s p o n s e s  ten d  to
a r i s e  in  p a r t ic u la r  types of s i tu a tio n s . T hose  o rg a n iz a tio n a l a c tiv i t ie s
w hich involve su b s ta n tia l re p e tit iv e  re s p o n s e s  to  p a r t ic u la r  s tim u li
tend  to  becom e p ro g ram m ed , in  c o n tra s t  to  the  a c tiv it ie s  re q u ir in g
unique re s p o n s e s  to  the  sa m e  s tim u li an d  th o se  c o n s is te n tly  co n fro n ted
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w ith  unique s tim u li .
In su m m a ry , i t  h a s  been  in fe r re d  h e re  th a t a  su b s ta n tia l  am ount 
of o rg a n iz a tio n a l b eh av io r is  p ro g ra m m e d  ox h ab itu a l b e h a v io r . As 
such , i t  is  re la t iv e ly  e a s ie r  to  p re d ic t and, consequen tly , m o re  
re a d ily  co o rd in a te d  by u se  of the  com m un ica tion  v a r ia b le .
In te rv en in g  V a ria b le s
In the  p reced in g  a n a ly s is , co o rd in a ted  b eh av io r is  c o n s id e re d  the  
e s se n c e  of o rg a n iz a tio n . The d is c u s s io n  h a s  d e a lt p r im a r i ly  w ith  an  
id ea l sy s te m , and m any  of the  in te rv en in g  v a r ia b le s  w h ic h 'lim it  the  
d e g re e  of co o rd in a tio n  ach iev ed  w e re  ig n o re d . C o o rd in a tio n  is  a 
m a t te r  of d e g re e , and n u m ero u s  in te rv en in g  v a r ia b le s  p re v e n t p e rfe c t  
co o rd in a tio n  in  o rg a n iz a tio n . S ev e ra l of th e s e  dy sfu n c tio n a l fa c to r s  a r e  
c o n s id e re d  in  the  follow ing d isc u ss io n .
126
I b id . , p . 143.
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Ind iv idua l D ev ia tions f ro m  F o rm a liz e d  B e h a v io ra l E x p ec ta tio n s .
When an  ind iv idua l b eco m es  a  m e m b e r of an  o rg a n iz a tio n , h e  is  
in fo rm e d  of h is  expec ted  ro le  in  i ts  a c tiv ity . The d e s c r ip tio n  in c lu d es  
in fo rm a tio n  about h is  expec ted  o rg an iz a tio n a l b eh av io r and i ts  re la t io n ­
sh ip  to  th a t of th e  o th e r m e m b e rs . The ro le  d e s c r ip tio n  is  com m uni­
ca ted , u su a lly , both  o ra l ly  and in  w ritte n  fo rm . T hus, th e  f i r s t  
p o s s ib ili ty  a r i s e s  fo r  d is c re p a n c y  betw een  th e  o rg a n iz a tio n a lly  
p re s c r ib e d  ro le  and the  ro le  p e rc e iv e d  by the  in d iv id u a l. The ro le  
d e sc r ip tio n  is  a  m e s sa g e  lik e  any  o th er m e s sa g e  w ith  ex ac tly  the  sam e  
p o s s ib i l i t ie s  fo r  d is to r tio n  and m is in te rp re ta t io n . W hile the ro le  
d e sc r ip tio n  h as  an  in tended  m ean ing , the  only t ru e  m ean in g  i t  h a s  fo r 
the  m e m b e r  is  the  one w hich he  a s s ig n s .
In th e  follow ing d isc u ss io n , fou r v a r ia b le s  w hich  in fluence  the  
d iv e rg e n ce  f ro m  o rg a n iz a tio n a lly  p re s c r ib e d  ro le s  a r e  c o n s id e re d .
They a r e :  o n e 's  f ra m e  of r e fe re n c e , p e rc e p tu a l d is to r tio n , the  so u rc e  
of th e  co m m un ica tion  d e sc r ib in g  th e  ro le  b eh av io r, and  dysfunc tiona l 
in te rn a liz e d  p e rfo rm a n c e  p ro g ra m s .
L ack  of a com m on f ra m e  of r e f e re n c e .  T he e n te rin g  m e m b e r 
b r in g s  a p a r t ic u la r  f ra m e  of r e fe re n c e  in to  th e  o rg a n iz a tio n . T he 
m ean in g s th a t h e  a s s ig n s  to the  m e s sa g e s  defin ing  h is  expec ted  b eh av io r 
a r e  d ire c tly  re la te d  to  th is  f r a m e  of r e f e r e n c e .  In fa c t, th e  ro le  
d e sc r ip tio n  can  only be in te rp re te d  in  r e fe re n c e  to  h is  p a s t  e x p e rien c e  
w ith  th e  p a r t ic u la r  sym bo ls u til iz e d . T hus, w hile  te rm s  m ay  be  u se d  
w ith  one in ten d ed  m ean ing  by th e  so u rc e , the  m e m b e r  (d eco d er) m ig h t
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have  had  a  d iffe re n t s e t  of e x p e rie n c e s  w ith  th e  p a r t ic u la r  sym bo ls in
th e  m e s sa g e , and he m ay  a s s ig n  an e n tire ly  d if fe re n t m ean ing  to  
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th em . T hus, th e  a ss ig n e d  m ean ing  o r  u n d e rs tan d in g  of the  ro le  to
be a ssu m e d  d iffe rs  f ro m  the in tended  one. R a th e r  th an  in ten tio n a l
d is to r tio n , th e re  m ay  be m is in te rp re ta t io n  of the  m e s s a g e s  conveying
th e  ro le  d e sc r ip tio n .
As a m a t te r  of fac t, a  p e rs o n  b r in g s  in to  the  o rg an iz a tio n  a se t
of ex p ec ta tio n s w hich c o n s titu te  h is  p rec o n ce p tio n  of w hat the  ro le  o r
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th e  new jo b  should  invo lve . C onsequen tly , h is  in te rp re ta t io n  of 
th e  o ffic ia l ro le  d e sc r ip tio n  is  lik e ly  to  be  p re ju d ic e d  by h is  e n v iro n ­
m en ta lly  d e riv e d  ex p ec ta tio n s . T h ese  ex p ec ta tio n s develop  du ring  
th e  p ro c e s s  of com m unica ting  and in te ra c tin g  w ith  the  v a rio u s  m e m ­
b e rs  and seg m en ts  of h is  p a r t ic u la r  m ilie u .
Then, two a sp e c ts  of the  in d iv id u a l's  f ra m e  of r e fe re n c e  m ay  
accoun t fo r  h is  dev ian t b e h a v io r . F i r s t ,  h is  o r ie n ta tio n  to  sym bols 
m ay  d iv e rg e  f ro m  th o se  of the  p e rs o n s  who o r ig in a te  th e  ro le  d e s c r ip ­
tio n . Second, en v iro n m en ta lly  d e riv e d  ex p ec ta tio n s can  in te r f e r e  
w ith  h is  in te rp re ta t iv e  p ro c e s s e s ,  th u s , le a d  to  m isu n d e rs ta n d in g .
127. B e rio , op. c i t . , p . 187.
128 F ra n k  J .  JascM fikiy., "T he  D ynam ics of O rg an iza tio n a l 
B e h a v io r ,"  P e rso n n e l, XXXVI (M arch , 1959), 62.
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P e rc e p tu a l  D is to r tio n . A nother fa c to r  w hich m ay  in flu en ce  th e  
d iv e rg e n c e  betw een  the o rg a n iz a tio n a lly  p re s c r ib e d  and a c tu a lly  
p e rc e iv e d  ro le  is  the  c ap ac ity  fo r  p e rc e p tu a l d is to r tio n . "T he  sub ­
s ta n tia l  l i t e r a tu r e  on p e rc e p tio n  and cogn ition  m ak e s  i t  q u ite  c le a r  
th a t the  hum an o rg a n ism  does not s im p ly  h e a r  o r s e e  o r touch  'w hat
is  th e r e ';  on th e  c o n tra ry  i t  p e rc e iv e s  (w ithin  th e  l im its  of the
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s tim u lu s  s itu a tio n ) w hat i t  w an ts to  p e rc e iv e . " In the  d is c u s s io n
on p e rc e p tio n  in  C h ap te r II, it  is  po in ted  out th a t an ind iv idua l h a s
th e  c a p a c ity  to  a d ju s t h is  p e rc e p tio n s  to  fit h is  own p a r t ic u la r  n e e d s ,
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v a lu e s , em o tio n s , p a s t  e x p e r ie n c e , e tc . T h e re fo re , w hile  th e  
sym bols th e m se lv e s  m ay  not c r e a te  any  p ro b le m s , the p e r s o n 's  
ind iv idua l n eed s  m ay  m o tiv a te  p e rc e p tu a l d is to r tio n  of th e  m e s s a g e . 
The end r e s u l t  is  th a t the ind iv id u a l, e ith e r  c o n sc io u s ly , o r  u n ­
co n sc io u s ly , p e rc e iv e s  h is  ro le  to  be  d iffe re n t f ro m  the o rg a n iz a tio n ­
a lly  p re s c r ib e d  one. H ence, p e rc e p tio n  is  in tim a te ly  re la te d  to  
o rg a n iz a tio n a l b e h a v io r . "O ur p e rc e p tio n  of the  s itu a tio n  d efines our
b e h a v io ra l l im its  in the  s e n se  th a t i t s  speed  and  a c c u ra c y  d e te rm in e
131th e  a p p ro p r ia te n e s s  of the  ro le  w e c h o o se ."
1 2 97R iley  and R iley , op . c i t . ,  p . 545.
130 131S upra , pp . 39 - 44 . P r e s th u s ,  op. c i t . , p. 54.
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A lthough i t  m a y  be p o ss ib le  to g e n e ra te  a sym bo lic  sy s te m  of 
b e h a v io ra l ex p ec ta tio n s  w hich w ould r e s u l t  in  a p re s c r ib e d  s e t  of h igh ly  
bounded b e h a v io rs , th e se  ro le s  m u s t be  f ille d  by in d iv id u a ls  who w ill 
a d ju s t  them  a cco rd in g  to  th e ir  p e rc e p tio n s  and n e e d s . E sse n tia lly , 
p e rfo rm a n c e  i s  m ad e  c o n s is te n t w ith cogn ition . In e ffec t, e v e ry  ro le  
g e n e ra te d  th roughou t the  o rg an iz a tio n  m u s t be f ille d  by an  ind iv idua l.
So, th e o re tic a lly , a  p o ten tia lly  h igh ly  c o o rd in a te d  b e h a v io ra l sy s te m  
m ig h t have  been  d esig n ed . Yet, a f te r  th e  ro le s  in  th e  sy s te m  have 
b e en  a ss ig n e d  to  in d iv id u a ls , th e  a c tu a l r e s u l t  m ay  be a  som ew hat le s s  
th an  h igh ly  co o rd in a ted  sy s te m  of a c tiv ity .
S ou rce  of R ole  D e sc rip tio n . A nother v e ry  im p o rta n t v a r ia b le  
w hich in fluences th e  d isc re p a n c y  betw een  a c tu a l and  in ten d ed  p e r ­
fo rm a n c e  is  th e  ro le  d e sc r ip tio n  so u rc e . The in te rn a liz a tio n  of the  
p a r t ic u la r  sym bo lic  b o u n d a rie s  fo r  the  o rg a n iz a tio n a lly  p re s c r ib e d  
b eh av io r of the  p a r t ic u la r  ro le  re q u ire s  an  ex tended  p e rio d  of tim e . 
C onsequently , w hen the  ind iv idua l is  a ss ig n e d  to  a ro le  lo c a te d  in  a 
p a r t ic u la r  a c tiv ity  c e n te r  (w ork  g roup), he  h a s  p ro b ab ly  no t co m p le te ly  
in te rn a liz e d  the  p a r t ic u la r  se t of sym bolic  d e sc r ip tio n s  r e la te d  to  the  
ro le .  A ccord ing  to  the  th eo ry  of cogn itive  c o n s is ten c y , th e  b e h a v io ra l
u n c e r ta in ty  w ill p ro d u ce  d isso n a n c e  w ith in  the  cogn itive  m e c h a n ism  of 
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th e  in d iv id u a l. L ik ew ise , th e  d isso n a n c e  c re a te s  th e  n eed  and
132 F e s t in g e r , A T h eo ry  of C ognitive  D isso n an ce , pp . 1 - 10.
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d e s ire  to  co m m u n ica te  w ith  th e  ind iv idua ls in  th e  w o rk  g roup  in  an
e ffo rt to  d e te rm in e  th e  exac t n a tu re  of w hat b eh av io r is  ex p ec ted .
Thus, th e  m e m b e rs  of the  w o rk  g roup  b ecom e an  im p o rta n t so u rc e
of in fo rm a tio n  fo r the  new m e m b e r . Then, " F ro m  the p e rs p e c tiv e
of a g iven  ind iv idua l, h is  own g roup  tends to  becom e th e  o rg a n iz a -  
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tion . " T h e re fo re , in s te a d  of the  o rg a n iz a tio n a lly  p re s c r ib e d  se t
of ex p ec ta tio n s , th o se  co m m un ica ted  fro m  th e  new m e m b e r 's
a s s o c ia te s  in  h is  w o rk  g roup  tend  to  becom e in te rn a liz e d .
The p o ss ib le  dysfunc tiona l co n seq u en ces to  c o o rd in a tio n  a re
obvious. F o r  one th ing , the  new m e m b e r 's  p e e r s ' view  of the  ro le
m ay  d iv e rg e  s ig n ifican tly  f ro m  w hat the  ro le  a c tu a lly  should  invo lve .
Secondly, th e  fin a l p e rc e p tio n  of th e  ro le  now b eco m es the new m e m - -
b e r 's  p e rc e p tio n  of th e  p e rc e p tio n s  of the in d iv id u a ls  w ith  whom  he is
in te ra c tin g . C onsequently , the  p o ss ib ili ty  of d is to r tio n  is  in c re a s e d  
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su b s ta n tia lly . F in a lly , th e  in te rn a liz a tio n  of the  ex p ec ta tio n s 
co m m un ica ted  fro m  the  g ro u p  im p a ir s  the  e ffe c tiv e n e ss  of fu tu re  
co m m un ica tion  to the  m e m b e r . In fo rm a tio n  w ill be  p e rc e iv e d , 
evaluated , an d  a ss ig n e d  m ean ing  w ith in  a  f r a m e  of r e fe re n c e  su b ­
s ta n tia lly  in fluenced  by the  g ro u p .
133 P re s th u s , op. c i t . , p . 67.
^ ^ O th e r  g roup  fa c to r s  could  be  em ployed to  exp la in  th e  co n flic t 
be tw een  the  a ssu m e d  and p r e s c r ib e d  ro le .  F o r  ex am p le , a s  d is c u s s e d  
above, the  id en tif ic a tio n  of th e  new m e m b e r -with the  w o rk  g ro u p  w hich 
in  tu rn  m ay  have id en tific a tio n s  in  lo y a ltie s  in  co n flic t w ith  o rg a n i­
za tio n a l o b jec tiv es  o r  th e  good of th e  o rg an iz a tio n  cou ld  le a d  to  th is  
co n flic t.
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P ro g ra m m e d  R e sp o n se s . One f in a l fa c to r  w hich  m ay  a d v e rs e ly  
a ffec t th e  co o rd in a tio n  of the  in d iv id u a l's  e ffo rt w ith  th a t of o rg a n iz a ­
tion  is  in te rn a liz e d  p e rfo rm a n c e  p ro g ra m s . A lthough th e s e  p ro g ra m s  
can  p roduce  v e ry  p o s itiv e  r e s u l ts ,  th ey  can  have n eg a tiv e  e ffe c ts . If 
th e  in te rn a liz e d  p e rfo rm a n c e  p ro g ra m  does not le a d  to  a co o rd in a te d  
e ffo rt on the  p a r t  of th e  ind iv idua l, then  it is  d e fin ite ly  p a th o lo g ica l to  
th e  o rg a n iz a tio n 's  p e rfo rm a n c e . F o r  exam ple , a  p a r t ic u la r  ro le  m ay
c a ll  fo r  a  unique p ro b le m -so lv in g  b eh av io r involving a s e a rc h  am ong
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a lte rn a t iv e s  and eva lua tions of th e s e  a l te rn a t iv e s .  Y et, the
ind iv idua l m ay  re sp o n d  to  the  s tim u li w ith  p ro g ra m m e d  b eh av io r,
fa iling  to  r e a l iz e  the u n iqueness of ev en ts . The m e m b e r  re sp o n d s to
d is s im i la r  p ro b lem  solv ing  s itu a tio n s  a s  though th ey  w e re  the  sa m e .
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E sse n tia lly , th e  r e s u l t  is  the id en tific a tio n  of unique e v e n ts . U nder 
th e s e  c irc u m s ta n c e s , the  co m m u n ica tiv e  b eh av io r em erg in g  fro m  th is  
id e n tif ic a tio n  co n flic ts  w ith the  good of the  o rg an iz a tio n , thus im p a i r ­
ing the  c o o rd in a ted  e ffo r t.
In su m m a ry , the  f i r s t  m a jo r  c a u se  of th e  d is c re p a n c y  be tw een  
th e  p lanned  and a c tu a l d e g re e  of c o o rd in a tio n  is  the  d ev ia tion  th a t 
o c c u rs  b e tw een  the  o rg an iz a tio n a lly  p re s c r ib e d  ro le  and  th e  one
135 B lau  an d  Scott, op. c i t . , pp . 242 - 244.
136F o r  a  d isc u ss io n  of the  n a tu re  of id en tific a tio n  of ev en ts , se e  
S upra , pp. 50 - 56.
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a c tu a lly  p e rfo rm e d  w hen the  ind iv idua l i s  a ss ig n e d  to  i t .  E v e ry  ro le  
in  th e  sy s te m  m u s t be f i lle d  by an ind iv idua l who is  u ltim a te ly  
re sp o n s ib le  fo r  in te rp re tin g  the  ro le  p e rfo rm a n c e  d e s ire d .
G roup D ev ia tions F ro m  F o rm a liz e d  B e h av io ra l E x p ec ta tio n s . 
C oord inating  the  v a rio u s  w o rk  g roup  e ffo rts  in  the  o rg an iz a tio n  is  
h igh ly  s ig n ifican t to  o rg a n iz a tio n a l p e rfo rm a n c e . Som e of the  in te r ­
g roup  co o rd in a tio n  p ro b lem s w hich a re ,  e ith e r  d ire c tly  o r in d ire c tly , 
r e la te d  to the  com m un ica tion  v a r ia b le  a r e  c o n s id e re d .
Inadequate  In te rg ro u p  C om m unication . The tendency  of subgroups 
to  develop  subgoals in  co n flic t w ith  o rg an iz a tio n a l goa ls  h a s  been  
d isc u sse d  p re v io u s ly . T h is tendency  can  be a c c e le ra te d  by th e  la c k  of 
ad eq u a te  co m m un ica tion  betw een  th e  v a rio u s  subg roups in  th e  o rg a n iz a ­
tio n . Sykes and B a te s  r e p o r t  on a study  m ade  of the  b reakdow n in
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co o rd in a tio n  and the  re s u ltin g  co n flic t in  th e  o rg an iz a tio n . T h e ir
a n a ly s is  concluded , in  p a r t ,  th a t the  p ro b le m s w e re  a r e s u l t  of,
" . . . a  la te n t  s itu a tio n  of g roup  co n flic t: a  f a i lu re  in  in fo rm a l
co m m un ica tion  betw een d iffe re n t le v e ls  of m an ag em en t p e rm itte d  th is
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to becom e a c tiv e  co n flic t. " T hus, th is  and  o th e r  s tu d ie s  in d ic a te  
inadequate  in te r g r a p  co m m un ica tion  in  th e  o rg an iz a tio n  d e te rs  
c o o rd in a ted  a c tiv ity .
A. F .  M. Sykes and J a m e s  B a te s , "Study of C onflic t B etw een  
F o rm a l C om pany P o licy  and In fo rm a l G ro u p s , 11 T he S o c ia l R eview  
New S e r ie s , X (N ovem ber, 1962), 313 - 327. .
138I b id . , p . 326.
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F u n c tio n a l In d ep en d en ce . F o r  c o o rd in a te d  a c tiv ity , th e re  is  a
need  fo r p e rc e iv e d  fu nc tiona l in te rd ep e n d en c e  am ong sub g ro u p s in
the o rg a n iz a tio n . H ow ever, m any  tim e s  th e re  is  a ten d en cy  fo r the
139subunits to  s t r iv e  to  b ecom e au tonom ous. M any so c ia l  and 
c u ltu ra l  s t r u c tu r e s  s e rv e  to  p e rp e tu a te  fu n c tio n a l au tonom y of subun its  
in  o rg a n iz a tio n s .
In the  c u ltu ra l  s t ru c tu re ,  fo r ex am p le , n o rm s  of 
p riv a c y , of p r iv ile g e d  co m m u n ica tio n s , of c o n fid en tia lity  
of in fo rm a tio n ; n o rm s  w hich c a ll  fo r  h o a rd in g  te c h n ic a l 
know ledge and guard ing  of o ffice  s e c r e ts ,  n o rm s  w hich  
deny to  'o u ts id e r s ' the  r ig h t  and  com petence  to  judge 
te c h n ic a l p e r fo r m a n c e - - a l l  com m only  s e rv e  to  r e in fo rc e  
the fu n c tio n a l au tonom y of o rg a n iz a tio n a l p a r t s .
Of c o u rs e , th e  g r e a te r  th e  p e rc e iv e d  autonom y of a subun it, the  m o re
re lu c ta n t i t  is  to  co m m u n ica te , e sp e c ia lly  on an  in fo rm a l lev e l, w ith
the o th e r u n its  in  th e  o rg a n iz a tio n . An im p o rta n t re a s o n  fo r  the
p e rc e iv e d  au tonom y is  th e  v a r ia tio n  in  dependence  of sub g ro u p s upon
each  o th e r . The dependence  d if fe re n tia l  w ould in c lu d e  the  v a r ia tio n
141in  p e rc e iv e d  co n trib u tio n  to  the  o v e r - a l l  su c c e ss  of th e  e n te rp r is e .  
J u s t  a s  in te rp e r s o n a l  co m m u n ica tio n  is  n e e d - re la te d , in te rg ro u p  
co m m u n ica tio n  i s  a ls o . A g ro u p  w hich  p e rc e iv e s  i t s e l f  to  have  a  h igh  
d e g re e  of au tonom y and im p o rta n c e  in  ach iev ing  o rg a n iz a tio n a l o b ­
je c tiv e s  m a y  be re lu c ta n t  to  co m m u n ica te  w ith  a  g roup  p e rc e iv e d  to  be
^ ^ G o u ld n e r ,  "O rg a n iz a tio n a l A n a ly s is}1 pp. 419 - 423.
140I b id . , p . 422. 1 4 lIb id .,  p . 419.
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142 ,  .  ^of le s s  im p o r ta n c e . Y et, the  au tonom ous g roup  m a y  be th e  so u rc e
of v ita l  in fo rm a tio n  fo r  o th e rs , w hich i t  is  re lu c ta n t to  s h a re .
R e c ip ro c ity  of w ithhold ing  in fo rm a tio n  develops, and th e  e ffec t upon
co o rd in a tio n  is  obv ious.
R iv a lry  and C om petition . In an  o rg an iz a tio n , th e re  is  a lw ays the
p o ss ib il i ty  of the  developm en t of s tro n g  r iv a l r ie s  and an  in te n se  se n se
of c o m p e titio n . A lthough com petition  m igh t m o tiv a te  p a r t ic u la r
in d iv id u a ls  and  g ro u p s , i t  can h in d e r the  o rg a n iz a tio n 's  co o rd in a ted
e ffo r t. F o r  exam p le , M intz, in  an  ex p erim en t, in tro d u c ed  th e  e lem en t
of co m p e titio n  in to  a  ta s k  p e rfo rm a n c e  re q u ir in g  the c o -o p e ra tiv e
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e ffo rt of two peop le  fo r  p ro p e r  execu tion . B efo re  th e  e lem en t of 
co m p e titio n  w as in tro d u ced , the  ta s k  w as p e rfo rm e d  e ffec tiv e ly  and 
c o -o p e ra tiv e ly . W hen th e  v a r ia b le  w as in jec ted , c o -o p e ra tio n  and, 
consequen tly , e ffe c tiv e n e ss  d ec lin ed . An e x p e rim e n t p e rfo rm e d  by
D eu tsch  a ls o  in d ic a te d  th a t, in  p e rfo rm a n c e , c o -o p e ra tiv e  g ro u p s m ay
' . . 144be su p e r io r  to  c o m p e titiv e  ones.
H ence, in  the c a s e  of s tro n g  r iv a l r ie s  be tw een  su b g ro u p s , one
g roup  m ay  w ithhold  need ed  in fo rm a tio n  f ro m  the  o th er and th e
142- , . ,Ib id .
1 4 3 A. M intz, "Non A daptive G roup  B eh av io r, 11 Jo u rn a l  of A bnorm al 
and S ocial P sycho logy , XL,VI (1951), 150 - 159. •
* ^ M o r to n  D eu tsch , "An E x p e rim e n ta l Study of th e  E ffec ts  of 
C o o p era tio n  an d .C o m p e titio n  Upon G roup P ro c e s s ,  " H um an R e la tio n s
II (1949), 199 - 231.
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c o o rd in a ted  e ffo rt of e n te r p r is e  is  a ffe c te d . T he  o v e r -a l l  le v e l of 
o rg a n iz a tio n a l a ch iev e m e n t r a th e r  th an  the  c o n tr ib u tio n  of one su b ­
g roup  in  the  o rg an iz a tio n  is  the  b a s ic  c o n s id e ra tio n  fo r  c o o rd in a tio n .
To have  a co o rd in a te d  e ffo rt, th e re  m u s t be an  am p le  exchange of 
in fo rm a tio n  am ong the in te rd ep e n d en t subun its  of the  sy s te m .
Id en tif ic a tio n . F in a lly , a b a s ic  d e te rm in a n t of w h e th er a g roup  
is  w illing  to  tu rn  in w ard  and c o o rd in a te  e ffo rts  th ro u g h  in te rg ro u p  
co m m un ica tion  is  the  ex ten t to  w hich th e  g roup  id e n tif ie s  w ith  the  
o rg an iz a tio n  a s  opposed  to  o th e r  e x te rn a l so c ia l s y s te m s . A lthough 
the  p ro b lem  of e x te rn a l id e n tif ic a tio n  o c c u rs  th ro u g h o u t o rg a n iz a tio n s , 
i t  is  e sp e c ia lly  p re v a le n t in  r e s e a r c h  g ro u p s . The im p a c t of la te n t 
so c ia l ro le s  b ro u g h t in to  the o rg a n iz a tio n , w hen re in fo rc e d  w ith in  the
g roup  s itu a tio n , can  hav e  a s ig n if ic an t im p a c t upon th e  o rg an iz a tio n  
145as  a  w hole.
C om m unication  P ro b le m s .
C om m unication  is  a b so lu te ly  e s s e n t ia l  to c o o rd in a tio n . As
B a rn a rd  o b se rv e d , " . . .  a  com m on p u rp o se  m u s t be  com m only
146known and to  be  known m u s t in  so m e w a y  be co m m u n ica ted . " He 
145 F o r  a  d isc u ss io n  of th is  p ro b le m  see  G ou ldner, "C o sm o p o litan s 
and L o c a ls :  T ow ard  An A n a ly sis  Of L a te n t S oc ia l R o le s ,"  pp . 281 - 
306 and  440 - 480.
C h e s te r  X .B a rn a rd , T he F u n c tio n s  of th e  E xecu tive  
(C am b rid g e : H a rv a rd  U n iv e rs ity  P r e s s ,  1938), p . 89 .
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fu r th e r  p e rc e iv e s  co m m in ic a tio n  a s  " . . .  an  im p o r ta n t p a r t  in  any
147o rg a n iz a tio n  and . . . the  p re e m in e n t p ro b le m s of m any . "  The
follow ing d isc u ss io n  is  c o n ce rn e d  w ith  the  th ird  m a jo r  in te rv en in g
v a r ia b le , th a t is ,  co m m u n ica tio n  p ro b le m s th a t a d v e rs e ly  a ffe c t
148c o o rd in a tio n  of o rg a n iz a tio n a l b eh av io r and  a c tiv ity .
T ech n ica l L anguage V e rsu s  C om m unication . In m an y  com plex  
o rg a n iz a tio n s  th e re  is  a  tendency  to w ard  sp e c ia liz a tio n  am ong th e  
subun its  of the  s y s te m . Not only do sp e c ia liz e d  tec h n iq u e s , subun it 
g o a ls , and  g roup  id e n tif ic a tio n s  develop , bu t a ls o  a  g roup  lan g u ag e .
T he a tte m p ts  of a  subun it to  co m m u n ica te , u tiliz in g  i ts  v e rn a c u la r , 
w ith  o th e r  subun its in  th e  o rg an iz a tio n  m ay  r e s u l t  in  a h igh  d e g re e  
of m isc p m m u n ita tio n . T hus, w hile  th e  g roup  m ay  not w ilfu lly  w ith ­
ho ld  in fo rm a tio n  f ro m  the  o th e rs  in  th e  sy s te m , co m m un ica tion
am ong th e  sp e c ia liz e d  u n its  is  im p a ire d  to a  s ig n if ic an t d e g re e  b e c a u se
149-
th e  te c h n ic a l language  is  u n fa m ilia r .
1 4 7 t u aIb id .
^® W hile  th e  d is c u s s io n  of ind iv idua l and  g roup  d ev ia tio n  f ro m  
th e  p r e s c r ib e d  ro le s  p r im a r i ly  c o n s id e re d  co m m u n ica tio n  p ro b le m s , 
th is  se c tio n  m o re  e x p lic itly  c o n s id e rs  som e of the p ro b le m s  im p lie d  
by  the  p re v io u s  d is c u s s io n  and o th e r  p ro b le m s  not touched  in  the  
p re v io u s  d is c u s s io n .
149 The ten d en cy  to w a rd  d ev elopm en t of sp e c ia liz e d  lan g u ag es  
i s  becom ing  m o re  p ro m in e n t due to  th e  in c re a s e d  e m p h a s is  on 
r e s e a r c h  and  d ev e lo p m en t in  o rg a n iz a tio n s , an d  a ls o  b e c a u se  of the  
d ev e lopm en t of o rg a n iz a tio n s  w hich s p e c ia liz e  in  r e s e a r c h .
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A m ark ed  d e g r e e  of d iff icu lty  a r is e s  when tw o r e s e a r c h  groups  
attem pt to  com m u n icate  w ith u n fam iliar  te r m s , or w hen te r m s  w hich  
h ave d ifferen t m ean in gs for the d ifferen t groups a r e  u t iliz e d , A 
b a sic  req u irem en t fo r  e f fe c t iv e  com m u n ication  i s  th e  e x is te n c e  of a 
s e t  of com m on ly  under stood  sy m b o ls . Thus, at t im e s , a co n flic t  
d ev e lo p s  b etw een  the n eed  for coord in ated  a c tiv ity  and the n eed  for  
tech n ic a l e x p e r t ise .
A c la s s ic  exam p le  of a p ro b lem  a r is in g  in  an organ iza tion , w hich  
can  be d iagn osed  p a r tia lly  as  a com m u n ication  p ro b lem , is  the  
c o n flic t  b etw een  lin e  and sta ff. It i s  su g g e sted  h e r e  that a funda­
m en ta l, but not e x c lu s iv e , c a u se  of the l in e -s ta f f  co n flic t  i s  the
breakdow n in  com m u n ication  w hich  d ev e lo p s b etw een  the m o re
151
tech n ic a l s ta ff  and the operating  lin e  o f f ic ia ls .  The co m m u n ica ­
tion  p ro b lem s, w hich  m ay  d ev e lo p  b eca u se  of d ifferen ce  in  tech n ica l 
v o ca b u la ry , a r e  co m p lica ted  by d iffer in g  ex p er ien tia l backgrounds, 
p e rso n a lity  c o n flic ts , e t c . ,  and, m o r e  im p ortan tly , by the ten d en cy
for the d iffe r e n c e s  to be ex a g g era ted  b e ca u se  of the la ck  of
152
com m u n ication  b etw een  the g rou p s.
150B lau  and Scott, op . c i t . , p . 242 - 247.
151 The in c r e a s in g  d ependence of o rg a n iza tio n s  upon tech n o logy  
w ill  r e su lt  in  sw eep in g  ch an ges in  organ iza tion a l le v e l  th ink ing. And, 
a ls o , dem and an in c r e a s in g  understanding of the p ro b lem s and  
e s p e c ia lly  the com m u n ication  p ro b lem s w ith in  the o rg a n iza tio n .
152
W. W arren H aynes and Josep h  L . M a ss ie , M anagem ent 
A n a ly s is :  C oncepts-and C a se s  (Inglew ood C liffs , N . J . :  P r e n tic e -H a ll,  
I n c .,  1961), p . 83 .
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S tru c tu re  V e rsu s  C om m un ication . T h e re  is  a c o n flic t be tw een
153the  g e n e ra tio n  of the  h ie r a rc h y  n e c e s s a ry  fo r c o o rd in a ted  a c tiv ity ,
and the  flow  of co m m u n ica tio n  n e c e s s a ry  to ach iev e  the  co o rd in a te d  
154
a c tiv ity ; " . . .  h ie r a r c h ia l  o rg an iz a tio n  s e rv e s  im p o rta n t
functions fo r  ach iev ing  c o o rd in a tio n  . . .  by r e s t r ic t in g  th e  f r e e  flow
155
of c o m m u n ic a tio n ."  Y et, by e s ta b lish in g  a  sy s te m  w hich enab les 
and r e q u ir e s  r e s t r ic t in g  th e  flow  of in fo rm a tio n , the  b a s is  i s  
e s tab lish ed , fo r  co m m u n ica tio n  f i l t e r s .  T h is s t r u c tu r e  m ay , and  
often  does, r e s u l t  in  r e s t r i c t io n  of u n n e c e s s a ry  in fo rm a tio n  bu t a lso , 
in  a  b ia se d  m e s sa g e , th a t is ,  one w hich h as b een  f i l te re d  th ro u g h  
s e v e ra l  f r a m e s  of r e f e re n c e  b e fo re  rea ch in g  th e  fin a l d e s tin a tio n s .
F o r  exam p le , A rg y r is  re p o r tin g  on a f ie ld  study  m ad e  by h im se lf , 
o b se rv e d  th a t s u p e rv is o r s  in  an  in d u s tr ia l  se ttin g  te n d  to f i l t e r  the  
in fo rm a tio n  co m m u n ica ted  to  th e ir  s u p e r io r s .  T hey tend  to  m in im iz e  
p ro b le m s , e m p h a size  s u c c e s s e s ,  and g e n e ra lly  t r a n s m it  c o m p lim e n ta ­
r y  in fo rm a tio n  fro m  th e ir  own po in t of v iew  and u n co m p lim en ta ry
156in fo rm a tio n  re la te d  to  o th e r  s u p e rv is o r s ,  w henever p o s s ib le .
153 F o r  exam ple , se e  H a ro ld  G uetzkow  and H e rb e r t  A . Sim on, 
"T he  Im p ac t of C e r ta in  C om m unication  N ets Upon O rg a n iz a tio n  and 
P e rfo rm a n c e  in  T a s k -O r ie n te d  G ro u p s, "  M anagem ent S c ience , I 
(A p ril, 1955), 233 - 250, fo r  su p p o rt o f.the  con tended  need  of 
h ie ra rc h y  fo r  c o o rd in a te d  a c tiv ity .
154 155
B lau  and S c o t t . , op . c i t . ,  pp . 242ff. I b id . , p . 128.
156 C h ris  A rg y r is ,  E x ecu tiv e  L e a d e rsh ip  (New Y ork: H a rp e r  
and B r o s . ,  I n c . ,  1953), p p . 46 - 48 .
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In re p o r t in g  about a  s tu d y  m ad e  of an em ploym en t agency , B lau
a lso  no ted  the  tendency  to w a rd  th e  f i lte r in g  p ro c e s s .  He o b se rv ed
th a t o p e ra tin g  d ire c tiv e s  w e re  ad ju s ted , red e fin ed , and a m p lifie d
a s  they w e re  co m m u n ica ted  f ro m  h ig h e r to lo w e r le v e ls  of the  
157
h i e r a r c h y .  T h e s e  a n d  o t h e r  s tu d i e s  i n d i c a t e  t h a t  th e  f i l t e r i n g
p ro c e s s  a ffe c ts  com m un ica tions flow ing e ith e r  dow nw ard o r  upw ard
th rough  th e  h ie r a r c h y  in  an  o rg a n iz a tio n . In su m m ary , both  f ie ld
and la b o ra to ry  ex p e rim e n ts  hav e  in d ica ted  th a t th e  h ie r a r c h ia l
s tru c tu r in g  of an  o rg an iz a tio n  does c re a te  o b s ta c le s  to th e  flow of 
158
in fo rm a tio n .
Social s ta tu s  re la te d  to so c ia l  s tru c tu r in g  c re a te s  a  second  
co o rd in a tio n  d ile m m a . S tud ies have shown th a t  so c ia l d if fe re n t ia ­
tio n  can h a m p e r  the  exchange of in fo rm a tio n  am ong group  
159
m e m b e rs .  O b se rv a tio n s  of the  a cu ta l w o rk  en v iro n m en t have
160in d ic a te d  the sa m e  th ing . In  re p o rtin g  on one r e s e a r c h  study , 
th e  r e s e a r c h e r s  m ad e  the fo llow ing o b se rv a tio n , " . . .  b e c a u se  of
157 P e te r  M . B lau, The D ynam ics of B u re a u c ra c y  (C hicago: 
U n iv e rs ity  of C hicago P r e s s ,-  1955), pp . 21 -  28.
158
B lau  and  Scott, op. c i t . , p . 131.
159 N o rm an  R . F .  M a ie r  and  A llen  R . S o lem , "T he C o n trib u tio n s  
of a  D isc u ss io n  L e a d e r  to th e  Q uality  of G roup T hinking, " H um an 
R e la tio n s , V (1*52), 277 - 288. . -
160-wiHiam F oo te  W hyte, "S oc ia l S tru c tu re  of the  R e s ta u ra n t, " 
A m e ric a n  J o u rn a l  of Sociology, LIV (Ja n u a ry , 1949)* 302 - 310.
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so c ia l d iffe re n c e s  betw een  th em , th e r e  w as l i t t le  in fo rm a l co m m u n ica ­
tio n  betw een  th e  g e n e ra l m a n a g e r  and  low er le v e ls  of s ta f f . T hey
re p o r t  th a t  the  com m un ica tion  b a r r i e r  re s u lte d  in  b reakdow n in  
162c o o rd in a tio n . T hus, th e  r e s t r i c t iv e  e ffect on th e  flow of 
in fo rm a tio n  due to  d iffe re n c e s  in  s o c ia l  s ta tu s , p a r t ia l ly  c re a te d  and 
p e rp e tu a te d  by h ie ra c h ia l  s t ru c tu r in g  of o rg an iz a tio n s , i s  hypo the­
s iz e d  to  be  p o ten tia lly  dysfunctiona l to  co o rd in a tio n . A gain , th is  
co n flic t i s  a  d ilem m a  b e c a u se  the h ie ra c h ia l  s tru c tu r in g  i s  n e c e s s a ry  
to  ach ieve  co o rd in a tio n .
One fin a l d ilem m a  betw een  com m unication , c o o rd in a tio n , and 
s t r u c tu r e  is  m en tioned  h e re .  The r e s t r i c t io n  of com m un ica tion , 
n e c e s s a ry  fo r co o rd in a tio n  and  s t ru c tu re ,  m ay  a d v e rse ly  a ffec t the  
g ro u p s p ro b le m -so lv in g  c ap ac ity , e sp e c ia lly  w hen the  m a jo r  ob jec tiv e
of the g ro u p  is  to se e k  p o ss ib le  a lte rn a tiv e , unique so lu tions to  
163
p ro b le m s . It h as  been  show n th a t, w hile  the  deve lopm en t of s ta tu s
in  g roups enab les th em  to be  m o re  su c c e ss fu l in  ach iev ing  concensus
about c a s e  p ro b le m s, the h ie r a r c h ia l  d if fe re n tia tio n  im p ed es th e  f re e
164
flow  of co m m u n ica tio n . H ence, th e  tendency  to  e s ta b lis h  a
*^*Sykes and B a te s , op . c i t . , p . 321. *^ I b i d .
163 B lau  and Scott, op. c i t . , p . 125.
164C histoph  H ein icke .and R o b e rt E . B a le s , "D ev elo p m en ta l 
T re n d s  in  the  S tru c tu re  of S m a ll G ro u p s ,!' S oc iom etry , XVI (1953), 
7 - 3 8 .  -
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h ie ra rc h y  w hich  c o n tr ib u te s  to  g roup  c o n sen su s  and th u s, to 
c o o rd in a te d  e ffo rt, a t the  sa m e  tim e , im p ed es  p ro b le m -so lv in g .
In p e e r  g ro u p s , m o re o v e r , th e  f r e e  flow of 
co m m u n ica tio n  th a t c o n tr ib u te s  to  p ro b le m -so lv in g  a lso  
c re a te s  an  in fo rm a l d if fe re n tia tio n  of s ta tu s  a s  som e 
m e m b e rs  e a rn  the  r e s p e c t  and d e fe re n c e  of o th e rs , 
and th is  d iffe re n tia tio n , once e s ta b lish e d , c r e a te s  
o b s ta c le s  to  co m m u n ica tio n . T h is d ile m m a  a p p e a rs  
to  be in h e re n t in  the  con flic ting  re q u ire m e n ts  of 
co o rd in a tio n  and  p ro b le m -so lv in g . *^5
The f r e e  exchange of in fo rm a tio n  in  p ro b le m -so lv in g  g roups h as
been  found to  be h e lp fu l to  th e  p ro b le m -so lv in g  p ro c e s s .  F o r  exam ple ,
P e ltz  r e p o r ts  th a t fo r  op tim um  r e s e a r c h  p e rfo rm a n c e , the  s itu a tio n
shou ld  be su c h  th a t the  m e m b e rs  of the  r e s e a r c h  g roup  a r e  ab le  to
c o n su lt w ith  co lleag u es  who have d iffe rin g  p o in ts  of v iew  and a t the
166sa m e  tim e  w ith  c o llea g u es  who have the  sa m e  po in t of v iew . The 
r e s u l t  of th is  study  is  c o n s is te n t  w ith  th e  p re s e n t  a n a ly s is .  C om ­
m u n ica tio n  w ith  d is a g re e in g  co llea g u es  can  s e rv e  a s  an  e r r o r -  
c o r re c t in g  m ec h an ism , and , a t  th e  sa m e  tim e , th e  su p p o rt of a g re e in g
co lleag u es  p re v e n ts  the  s itu a tio n  f ro m  becom ing  too th re a te n in g  fo r 
167
the in d iv id u a l.
165 B lau  and Scott, op . c i t . , p . 244.
166 D onald C . P e ltz , "Som e S oc ia l F a c to r s  R e la te d  to  P e rfo rm a n c e  
in  a  R e s e a rc h  O rg an iza tio n , " A d m in is tra tiv e  S c ience  Q u a r te r ly , I 
(1956), 310 - 325.
T h is  s ta te m e n t is  b a se d  upon th e  a n a ly s is  of c o r re c t io n  th rough  
feed b ack  m ad e  p o ss ib le  th ro u g h  co m m u n ica tio n , a ls o  upon the  
h y p o th es is  th a t  c o m m u n ica tio n s  a r e  in s titu te d  upon th e  p e rc e p tio n  of 
d isso n a n c e  of o r ie n ta tio n .
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In e s se n c e , an  in ev itab le  co n flic t e x is ts  be tw een  s t ru c tu re  
needed  fo r c o o rd in a tio n s  and th e  f r e e  exchange of com m un ica tion  
needed  fo r p ro b le m -so lv in g .
C onnotative M ean ings. One fin a l com m un ica tion  p ro b lem  is  
r e la te d  to  the  co o rd in a tio n  m odel p re s e n te d . D iffe re n tia te d  co m ­
m u n ica tio n s  in  th e  fo rm  of m e s sa g e  s tim u li w e re  a ss ig n e d  a 
s ig n ifican t ro le  fo r  evoking a  d e s ire d , p re d e te rm in e d  b e h a v io ra l 
re s p o n s e . H ow ever, th is  s im p le  s t im u lu s - re s p o n s e  m odel over 
s im p lif ie s  co m p lica ted  p ro c e s s e s .  S pec ifica lly , it  ig n o re s  the  evo­
ca tio n  of u n an tic ip a ted  cogn itive  m ean in g s a ss ig n e d  to  m e s sa g e s
b e c a u se  of u n fo re see n , c u ltu ra lly  and e x p e r ie n tia lly  in s til le d , cues
168con ta ined  in  th em .
C onnotative  m ean in g s a r i s e  f ro m  in d iv id u a l's  e x p e rie n c e s  w ith  
p a r t ic u la r  s ig n s . I t i s  p o ss ib le  fo r  p e rs o n s  to a g re e  on the sam e  
den o ta tiv e  m ean in g s , y e t to  a s s ig n  v a ry in g  conno ta tive  m ean ings due 
to  d iffe re n t c u ltu ra l ,  en v iro n m en ta l, o r  p r im a ry  e x p e rie n c e s  w ith
168 P e rh a p s  i t  w ould be b e n e fic ia l to  rev iew  w hat the  te r m  
d en o ta tiv e  m ean ing  s ig n if ie s . B e rio , op. c i t . , p . 192, p e rc e iv e s  th e  
te rm  to  sign ify  the  follow ing: "D eno ta tive  m ean ing  is  a  k ind  of s h o r t ­
hand . We canno t a ffo rd  to  c a r r y  th e  p h y s ic a l w o rld  w ith  us w h e re -  
ev e r we go . We canno t tak e  th e  t im e  to  po in t to  o b jec ts  in  th e  p h y s ic a l 
w o rld  e v e ry  tim e  w e co m m u n ica te ; so  w e c re a te  w ords th a t we u se  to  
r e p r e s e n t  th e  o b je c ts . D eno tative  m ean ing  c o n s is ts  of a  re la tio n sh ip  
betw een  a  w o rd s ig n  and an o b jec t. In fa c t, we define  deno ta tive  
m ean ing  a s  a s ig n o b jec t r e la t io n s h ip ."  In  e s se n c e , d en o ta tiv e  m e a n ­
ing is  the  g ro u p 's  c o n sen su s  to  w hat a  p a r t ic u la r  sign  is  u se d  to  
sign ify .
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the  o b jec t of th e  s ig n if ic a tio n . The w o rd  f i r e ,  fo r  exam p le , i l lu s t r a te s
th is  p ^ in t. W idely d iv e rg e n t b e h a v io ra l re s p o n se s  could  be expec ted
from  a  p e rs o n  who h as su rv iv e d  a th ird  d e g re e  b u rn  and f ro m  one who
h as n e v e r  ex p e rien c ed  being b u rn ed .
A c tu a lly , conno ta tive  m ean ing  o r an am alo u s u se  of s igns o ften
169leads to  sign  patho logy . "T he  sig n s of an  in d iv id u a l a r e ,  in
g e n e ra l, h ea lth y  in  so  f a r  a s  th ey  a re  su b je c t to c o r r e c t io n  and
im p ro v e m e n t; they  becom e pa th ic  in  so  f a r  a s  they  a r e  an am alo u sly
170
r e s i s ta n t  to such  c o r re c t io n  and im p ro v e m e n t. " T hus, e x tre m e  
conno ta tive  m ean in g s  a ss ig n e d  to  v a r io u s  s ig n s could  be  c la s s if ie d  a s  
sign  pa tho logy , o r fo r  the  p a r t ic u la r  in d iv id u a l, th e se  a r e  patho log ic  
s ig n s .
T he o rg a n iz a tio n a l m e m b e rsh ip  h a s  p ro b ab ly  been  d raw n  fro m  
m any su b c u ltu re s  of so c ie ty , b rin g in g  bo th  d iffe rin g  d en o ta tiv e  and  
conno ta tive  m ean in g s  in to  th e  o rg a n iz a tio n . It i s  re a so n a b le  to 
a s su m e  th a t s im ila r  d en o ta tiv e  m ean ing  can  be developed  fo r  s e ts  of 
s igns, and  th e s e  m ean in g s can  be evoked upon th e  a p p lica tio n  of th e  
sign s t im u li .  H ow ever, a  m e s sa g e  co n ta in s m any  u n an tic ip a ted  cues 
w hich m a y  s e rv e  a s  dy sfu n c tio n a l conno ta tive  evoking s t im u li .  B e ­
cau se  of the  ten d en cy  fo r  the un in tended  a s  w e ll a s  the  in ten d ed
C h a rle s  W. M o rr is , S igns, L anguage and B eh av io r (New 
Y ork: G eo rg e  B r a z i l le r ,  I n c . ,  1955), pp . 198 - 201.
170Ib id .,  p . 199.
m ean ing  to  be  evoked, any  p a r t ic u la r  s ig n  s tim u lu s  cannot 
a u to m a tic a lly  be  a s  sinned  to  evoke a p a r t ic u la r  b eh av io r.
T hus, the  in te rv en in g  v a r ia b le  of u n an tic ip a ted  evocation  of 
re s p o n se s  d e fin ite ly  can  in te r f e re  w ith  th e  p lan  to ach iev e  co o rd in a ­
tio n  th rough  in te rn a liz a tio n  of p ro g ra m m e d  s tim u li. T h e re fo re , the  
h ig h ly -c o o rd in a ted , p re d ic ta b le  b eh av io r sy s te m , w hich is  b ased  
upon in te rn a liz a tio n  of p e rfo rm a n c e  p ro g ra m s  and th e  s tim u lu s - 
re s p o n se  m ec h an ism , is  m ed ia ted  by evoca tion  of conno ta tive  m e a n ­
ing .
HI. THE DECISION PROCESS
The d e c is io n  p ro c e s s  h as  re c e iv e d  c o n s id e ra b le  a tten tio n  fro m
o rg a n iz a tio n a l a n a ly s ts  and is  u sed  a s  th e  key v a r ia b le  in  som e
a n a ly s e s . F o r  exam p le , M a rsc h ak  u sed  the  d e c is io n  p ro c e s s  as an
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independen t and  b a s ic  v a r ia b le  to  th e  su rv iv a l of o rg an iz a tio n . 
B e ca u se  it is  a  c h a r a c te r is t ic  and h igh ly  im p o rta n t fo rm  of o rg a n iz a ­
tio n a l b eh av io r and b e ca u se  th e re  is  an  in tim a te  re la tio n sh ip  betw een 
com m un ica tion  and d e c is io n  m aking , the  d e c is io n  p ro c e s s  is  included  
in  th e  p re s e n t  a n a ly s is .
171 Jaco b  M a rsc h a k , "E ffic ien t In v a ria b le  O rg an iza tio n a l F o rm s , 
M odern  O rg an iza tio n  T h eo ry ; A Sym posium  of the  F oundation  fo r 
R e s e a rc h  on H um an B eh av io r, M ason H a ire , e d ito r , (New Y ork: 
Jo h n  W iley and S onsr I n c . ,  1959)» p p . .307 - 320.
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A d e c is io n  i s  u sed  to  d e s ig n a te  the  ch o ice  of a  b e h av io r  or a  
c o u rs e  of ac tio n  f ro m  am ong th o se  w hich a re  m u tu a lly  exclu sive  
a l te rn a t iv e s .  Included  am ong the  a lte rn a tiv e s  is  the  one to  m a in ta in  
th e  s ta tu s  quo, th a t is ,  to  r e f r a in  f ro m  ch oosing . The f ra m e  of 
re fe re n c e  fo r  th e  d isc u ss io n  is  a  v iab le , fo rm a l o rg an iz a tio n . T hus, 
a  goal o r ie n te d  co o rd in a ted  sy s te m  is  a ssu m e d  to  a lre a d y  ex is t. 
In itia lly , only th e  d e c is io n  p ro c e s s ,  w hich ta k e s  p lace  w ith in  the 
fo rm a lly  p ro v id ed  sy s te m  of au th o rity , is  c o n s id e re d . In  o rd e r  of 
th e ir  p re se n ta tio n , the follow ing to p ics  a r e  d is c u s se d : se lec te d  
a sp e c ts  of the re la tio n sh ip  be tw een  com m un ica tion  and th e  d ec is io n  
p ro c e s s , com m un ica tion  and th e  d e c is io n  m a k e r , and, fina lly , 
v a r ia b le s  w hich in te rv e n e  to  l im it  the  fo rm a lly  co n s titu ted  d e c is io n  
m aking p r o c e s s .
C om m unication  and  the  D e c is io n  P ro c e s s
C om m unication  is  v iew ed  a s  a b a s ic  v a r ia b le  in  the  decision
p ro c e s s .  F o r  exam p le , D o rse y  a s s e r t s  " .  . . d e c is io n  m ay  be
view ed a s  a com m un ica tion  p ro c e s s  o r a  s e r ie s  of in te r r e la te d  c o m -
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m u n ica tio n  e v e n ts ."  A lso , R u esch  v iew s a  d e c is io n  " . . . a s  an
inpu t of in fo rm a tio n  w hich, w hen com bined  w ith  m e m o ry  m a te r ia l ,
le a d s  to  an  output w hich w ill a l te r  th e  p a ra m e te r s  of a  g iven  so c ia l 
173
s i tu a t io n ."
172 173D o rsey , op . c i t . , p . 209. R u esch , op. c i t . ,  p . 206.
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In su m m a riz in g  a  r e p o r t  on th e ir  o b se rv a tio n s  of th e  d e c is io n
p ro c e s s  in  ac tio n , C y e rt, S im on and T row  m ade  th e  follow ing
o b se rv a tio n . "T he  in fo rm a tio n - tra n s m ittin g  function  is  c ru c ia l  to
174
o rg a n iz a tio n a l d ec is io n -m a k in g  . . . . "
The ro le  of th e  com m un ica tion  v a r ia b le  in  th e  d e c is io n  p ro c e s s  
is  the  focus of th e  succeed ing  d is c u s s io n . The to p ic s  c o n s id e re d  
a r e  th e  fo llow ing: o ccas io n  fo r d e c is io n , the  b a s is  of d ec is io n , 
and, fin a lly , the  le g itim a tio n  of d e c is io n .
O ccasio n  fo r  D ec is io n
D ec is io n s  a r e  m o tiv a ted  by som e type  of com m un ica tion ;
" . . . d e c is io n  m ak ing  is  in it ia te d  by s tim u li, in te rn a l  o r e x te rn a l,
175to  the  ind iv idua l, w hich  channel h is  a tten tio n  in  d e fin ite  d ire c tio n s . " 
E sse n tia lly , the  o c ca s io n  fo r  d e c is io n  a r i s e s  an y tim e  a s tim u lu s  is  
p e rc e iv e d  a s  c re a tin g  th e  need  fo r  choosing  a  c o u rs e  of ac tio n , th a t 
is ,  a  s e t  of b e h a v io rs . The co m m un ica tion  o r  s e r ie s  of
174R ich a rd  M . C y e rt, H e rb e r t  A . S im on, and D onald B . T row , 
"O b se rv a tio n  of a  B u s in e ss  D ecis io n , " Som e Theori-es of O rg a n iz a ­
tion , A lb e rt  H. R u b en ste in  and C hadw ick  J .  H a b e rs tro h , e d ito rs . 
(Hom ew ood, I l lin o is :  The D o rse y  P r e s s ,  I960), p . 469.
175 R o b e rt T annenbaum , Irv in g  R . W esch le r and F re d  M a ss a r ik  
( e d s . ), L e a d e rsh ip  and O rg an iza tio n : A  B e h av io ra l S c ience  A pproach  
(New -York: Me G ra w -H ill Book C o ., 1961), p . 270.
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co m m u n ica tio n s, w hich c re a te  th e  need  fo r  d ec is io n , a r i s e  f ro m  
so u rc e s  e x te rn a l to  the  o rg an iz a tio n , f ro m  s u p e r io rs ,  f ro m  sub- 
o rd in a te s , o r f ro m  w ith in  the  p e rs o n  h im s e lf .
The o rg an iz a tio n  is  in  co n stan t com m un ica tion  w ith  i ts  e n v iro n ­
m en t by ind iv idua ls w ith in  th e  o rg a n iz a tio n . M any of th e se  
com m un ica tions a r e  re la te d  to  the  d is tr ib u tio n  of the o rg a n iz a tio n 's  
output o r  r e s o u rc e  a cq u is itio n . T he need  fo r d e c is io n , c re a te d  by 
m e s sa g e s  o rig in a te d  e x te rn a lly , m ay  even invo lve  the  d e c is io n  fo r  
m e m b e rsh ip  m a in ten an ce  in  the g ro u p . F o r  exam ple , the c o m ­
m u n ica tio n  could  be an  o ffe r fo r an o th e r job , and th a t m e s sa g e  would 
fo rc e  the  p a r tic ip a n t to  d ec id e  to  con tinue  p a r tic ip a tio n  o r to  te rm in a te  
and o ffer h is  r e s o u rc e s  to  an o th e r g ro u p . T hus, the  m u ltifa r io u s  
m e s s a g e s  fro m  the en v ironm en t c re a te  th e  need  fo r  continuous 
d e c is io n  m aking  by th e  v a r io u s ly  lo ca te d  d e c is io n  m a k e rs  in  the  
o rg a n iz a tio n .
O ccasio n s fo r  d e c is io n s  a r e  often  c re a te d  by the  re c e ip t  of 
a u th o r ita tiv e  in fo rm a tio n , th a t  i s ,  co m m u n ica tio n  fro m  a s u p e r io r . 
A u th o rita tiv e  com m un ica tions not only  c re a te  the  p e rc e iv e d  need  fo r 
ch o ice  but a lso , c a r r y  e x p lic itly  o r im p lic itly , an  ex p ec ta tio n  of 
w hat the  ch o ice  shou ld  b e . In  e s se n c e , th e s e  s tim u li c re a te  the  need  
fo r  d e c is io n  and often  p r e s c r ib e  the  d e s ire d  ch o ice . B a rn a rd  
o b se rv e d  th a t th e se  d e c is io n s  b ecom e s e r io u s  m a t te r s  " . . .  w hen 
th e  in s tru c tio n s  se e m  m o ra lly  w rong, h a rm fu l to the  o rg an iza tio n ,
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176o r  im p o ss ib le  of e x e c u tio n ."  T h e re fo re , in  the  c a s e  of s e r io u s  
co n flic t be tw een  the  d e c is io n  m a k e r 's  ch o ice  and th e  a u th o r ita tiv e  
com m unica tion , the  d e c is io n  to  con tinue  p a r tic ip a tio n  m ay  a ls o  be a 
s e r io u s  a lte rn a t iv e .
The s tim u li o r s e r ie s  of s t im u li  w hich  r e s u l t  in  the  evoca tion  of 
th e  need  fo r d e c is io n  m ay  a ls o  o r ig in a te  f ro m  o n e 's  su b o rd in a te s .
F o r  exam ple , a  p e rs o n  on a lo w er le v e l in  o rg an iz a tio n  m ay  r e f e r  a 
d e c is io n  upw ard  b e c a u se  of a  la c k  of p e rc e iv e d  o r a c tu a l a u th o rity  
to  m ak e  i t .  L ik ew ise , in fo rm a tio n  p ro v id ed  by o n e 's  su b o rd in a te s  
m ay  s im p ly  in d ic a te  th e  need  fo r d e c is io n . A t any r a te ,  m any  of the  
m e s s a g e s ,  w hich r e s u l t  in  p e rc e p tio n  of the  n eed  fo r d e c is io n , 
o r ig in a te  fro m  lo w er le v e ls  of the  o rg a n iz a tio n .
F in a lly , th e r e  a r e  th o se  m e s sa g e s  w hich  a r i s e  th rough  the  
p ro c e s s  of in tra c o m m u n ic a tio n  and c re a te  an  a w a re n e s s  w ith in  the  
in d iv id u a l of th e  need  fo r  d e c is io n . T h ese  m e s s a g e s  a r e  a  r e s u l t  of 
o n e 's  thought p r o c e s s e s ,  o r p o ss ib ly  f ro m  o n e 's  im p re s s io n s  d e riv e d  
th ro u g h  in te ra c tin g  w ith  h is  e n v iro n m en t. The la t te r  s tim u li  a r e  not 
in te n tio n a lly  o r ig in a te d  co m m u n ica tio n s f ro m  the e n v iro n m en t. F o r  
ex am p le , they  could  o r ig in a te  f ro m  the  in te ra c tio n  of th e  d e c is io n  
m a k e r  w ith  the  nonhum an a sp e c ts  of h is  m ilie u .
176 B a rn a rd , op. c i t . , p . 191.
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In e s se n c e , the  o ccasio n  fo r  d e c is io n  is  a lw ays a r e s u l t  of the
re c e ip t  of a  m e s sa g e  o r  a  s e r ie s  of m e s sa g e s  f ro m  o n e 's  en v iro n - 
177m e n t. A fte r the need  fo r a  d e c is io n  h as  b een  a ro u se d , th e  c r i t e r i a  
of d e c is io n  m u s t  be  a s c e r ta in e d  «tnd defined . T h is i s  the su b je c t of 
th e  follow ing se c tio n .
B a s is  fo r  D ecision
D ecisio n s , a r e  b a sed  upon: f i r s t ,  a d e fin itio n  of the  situ a tio n ; 
second , ev a lu a tio n  of th e  s itu a tio n ; and, fin a lly , iso la tio n  of one 
e lem en t in  th e  s itu a tio n . E ach  of th e se  fa c to rs  a r e  now c o n s id e re d .
D efin ition  of th e  S itua tion . A ssum ing  th a t the  d ec is io n  m a k e r  h a s  
re c e iv e d  a  m e s sa g e  or s e r ie s  of m e s sa g e s  w hich have  a ro u se d  the 
n eed  to  m ak e  a  d ec is io n , he is  fo rc e d  to define  th e  n a tu re  of the 
d e c is io n  s itu a tio n . T h is de fin itio n  invo lves two b a s ic  cogn itive  a c tiv i­
t ie s :  f i r s t ,  an  a w a re n e s s  of a lte rn a tiv e  c o u rs e s  of ac tion ; second ,
178d e te rm in in g  w hat th e  c o u rs e s  of ac tio n  a r e .
A w are n ess  of the A v a ila b ility  of A lte rn a tiv e  C o u rse s  of A ction . 
The b a s ic  s te p  in  th e  d e c is io n  p ro c e s s  is  th e  a ro u s a l  of the  need  fo r 
d e c is io n . T he second  s te p  is  th e  a w a re n e s s  th a t a lte rn a tiv e  c o u rs e s  
of a c tio n  a r e  a v a ila b le . T his a w a re n e s s  i s  the  p ro d u c t of a
S ince the  p re v io u s  d isc u ss io n  h as a tte m p te d  to  point out the 
p ro c e s s  n a tu re  of a ll  b e h a v io r , i t  is  im p o rta n t to re c o g n iz e  th a t one 
s tim u lu s  canno t be  is o la te d  b e c a u se  th is  s tim u lu s  is  com bined  w ith  
th e  m e m o ry  of a ll  p re v io u s ly  re c e iv e d  s t im u li .  C onsequen tly , the  
p h ra s e  's e r i e s  of m e s s a g e s ' is  in c lu d ed .
T annenbaum , W esc h le r and M a ss a r ik , op. c i t . ,  pp . 268 - 277.
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com m un ica tion  event o r  a s e r ie s  of in te r r e la te d  co m m un ica tion  ev en ts . 
In th e  p ro c e s s  of in te ra c tin g  w ith  th e  env ironm en t, th e  d e c is io n  m ak e r 
b ecom es a w are  of p o ss ib le  a l te rn a t iv e s .  If th is  a w a re n e s s  is  n o t 
ach ieved , the  d e c is io n  p ro c e s s  is  sh o r t c irc u ite d , s in c e  the  s e a rc h  
a c tiv ity  th a t should  accom pany  a d e c is io n  is  fo reg o n e .
H ow ever, i t  m u st be  em p h asized  tha t a p o rtio n  of th e  o rg a n iz a ­
tio n a l s tra te g y  is  to  e lim in a te  the a w a re n e s s  of a lte rn a t iv e  c o u rs e s  of 
ac tio n  fo r som e d e c is io n  m a k e rs  in  the o rg a n iz a tio n . F o r  exam p le , 
in  in s titu tin g  p e rfo rm a n c e  p ro g ra m s , one s tr a te g y  is  to  m in im iz e  the 
a w a re n e s s  of a lte rn a tiv e  c h o ic e s . L ik ew ise , a n 1 o rg an iz a tio n  
p u rp o se fu lly  a ttem p ts  to  m in im iz e  th e  a w a re n e s s  of c e r ta in  a l t e r n a ­
t iv e s . F o r  exam p le , i t  a tte m p ts  to  m in im iz e  the m e m b e r 's  a w a re n e ss  
of ch o ice  b e tw een  p a rtic ip a tin g  and no t p a rtic ip a tin g  and in  d e te rm in in g  
the  q u a lity  of h is  p a r t ic ip a tio n . N e v e r th e le s s , a w a re n e s s  of p o ss ib le  
c o u rs e s  of a c tio n  i s  an e s s e n t ia l  b a s ic  e lem en t in  the  d e c is io n  m a tr ix .
A sc e rta in in g  the  P o s s ib le  A lte rn a tiv e  C o u rse s  of A c tion . O nee 
the  d e c is io n  m a k e r  b eco m es a w are  th a t th e r e  a r e  a lte rn a tiv e  c o u rs e s  
of ac tio n , he  m u s t then  define  w hat they  a r e .  The p ro c e s s  of 
com m un ica tion  by  w hich th is  a w a re n e s s  is  evoked m ay  a lso  r e s u l t  in  
the  evoca tion  of sp ec ific  a lte rn a tiv e  b e h a v io rs . Yet, in  m any  c a s e s ,  
e sp e c ia lly  in  h ig h e r  le v e ls  of th e  o rg an iz a tio n a l h ie r a r c h y  w h ere  
d e c is io n  b o u n d a rie s  a r e  le s s  defined , a s e a rc h  p ro g ra m  fo r  a lte rn a tiv e s
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is  n eed ed . T he s e a rc h  p ro g ra m  is  e s s e n t ia l ly  an in fo rm a tio n  g a th e rin g  
p ro c e s s  in  w hich the  d e c is io n  m a k e r  a v a ils  h im s e lf  of a l l  a v a ila b le  
com m un ica tion  re la te d  to  the  p a r t ic u la r  d e c is io n .
The s e a rc h  p ro g ra m  is  lim ite d  by s e v e ra l  f a c to r s .  F i r s t ,  the  
tim e  e lem en t m ay  l im it  i t .  Second, the  c o s t to  the  o rg an iz a tio n  l im its  
th e  s e a rc h  a c tiv ity . The com m unica tion  and e ffo rt n e c e s s a ry  to  d e r iv e  
d a ta  fo r  iden tify ing  a l te rn a t iv e s  m ay  be c o stly , thus l im ite d  in  sco p e .
Of c o u rse , th e  p e rc e iv e d  im p o rta n c e  of the  d e c is io n  in fluences the  
scope of the  s e a rc h . F o u rth , the  in a b ility  of any  sin g le  d e c is io n  m a k e r  
o r  g roup  of d e c is io n  m a k e rs  to p ro c e s s  and u til iz e  an  in fin ite ly  la rg e  
n u m b er of b eh av io r-g u id in g  s tim u li is  a  d e te rm in a te  fa c to r  in  the  
s e a rc h  a c tiv ity . F in a lly , the  im p a c t of c e r ta in  a lte rn a tiv e s  m ay  l im it  
o n e 's  p e rc e p tio n  of o th e r  a lte rn a t iv e s , a s  w e ll a s  h is  d e s i r e  to  con tinue  
th e  s e a rc h .
E valua tion  of the  S itu a tio n . Once the  b e h a v io ra l a l te rn a t iv e s  have
b een  defined , i t  b eco m es n e c e s s a ry  to  d e te rm in e  the  re la tiv e  m e r i ts
of each . T he fra m e w o rk  w ith in  w hich th is  ev a lu a tio n  ta k e s  p lac e  is
th e  p a r t ic u la r  s e t  of o rg a n iz a tio n a l g o a ls  p e rc e iv e d  a s  being  re le v a n t
179to  the  d e c is io n  m a k e r .  A gain, th e  co m m u n ica tio n  v a r ia b le  i s  v e ry
179T his i s  not to  deny the im p ortan ce  of th e  in d iv id u a l's  g o a ls .  
H ow ever, at the p resen t tim e , w e a r e  co n sid er in g  the d e c is io n  m aking  
p r o c e s s  in  a n o rm a tiv e  ra th er than a ctu a l s e n s e .  T h is lim itin g  fa cto r  
to  d e c is io n  m aking i s  co n s id e re d  la te r .
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im p o rta n t to  th is  p ro c e s s .  The am ount and q u a lity  of in fo rm a tio n  in
the  sy s te m  re la te d  to th e s e  a lte rn a t iv e s  is  a d e te rm in a te  fa c to r  in
the  re la t iv e  evaluation  of th em .
The c la s s if ic a tio n  of techn iques lab e led  'q u a n tita tiv e  d ec is io n
m ak ing ' e n te rs  the  d e c is io n  p ro c e s s  v ia  the p ro c e s s  of evaluation  of
a l te rn a t iv e s .  A ctually , q u a n tita tiv e  d ec is io n  m aking  is  a  m isn o m e r
b ecau se  th e  q u a n tita tiv e  d a ta  d e riv e d  is  not a  d e c is io n ; i t  i s  only one
a sp e c t of th e  to ta l  in fo rm a tio n  th a t w ill be u se d  to ev a lu a te  re la tiv e
a lte rn a t iv e s .  H ow ever, i t  is  an  im p o rta n t a sp e c t in  m any  d ec is io n
m aking  s itu a tio n s . N e v e r th e le s s , a ll  in fo rm a tio n  th a t is  d e riv e d
re la tiv e  to  the  v a rio u s  a l te rn a t iv e s  is  fed  in to  th e  in d iv id u a l's  f ra m e  of
re fe re n c e , and i t  is  h e re  th a t one a lte rn a tiv e  i s  p e rc e iv e d  to  be the  b e s t.
E sse n tia lly , th e  p ro c e s s  of evaluating  a lte rn a tiv e s  c o n s is ts  of
d e te rm in in g  the  p o ss ib le  co n seq u en ces re la te d  to  each  a lte rn a tiv e , and
then  the p ro b a b ility  th a t th e se  co n seq u en ces w ill o c c u r . One g roup  of
w r i te r s  p e rc e iv e s  th is  p ro c e s s  a s  being the  e s s e n c e  of d e c is io n  
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m ak ing . T hey a s s e r t  th a t d e c is io n s  a r e  b a se d  p r im a r i ly  upon,
" . . . ( 1) th e  p ro b a b ility  w ith  w hich  c e r ta in  im m e d ia te  out com es m ay  
r e s u l t  if  a  g iven  c o u rs e  of a c tio n  is  taken ; and (2 ) th e  va lue  o r  w o rth
180N icho las M. Sm ith, J r . ,  e t, a l . , "T he T h eo ry  of V alue and  th e  
S cience  of D ec is io n : A S um m ary , " Som e T h e o rie s  of O rg an iza tio n , 
A lb e r t  H a ro ld  R ubenste in  and C hadw ich J .  H a b e rs tro h , e d ito r s .  
(Hom ewood, I l lin o is :  The D o rsey  P r e s s ,  1-960) pp . 431 - 436.
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of th e s e  out c o m e s ."  If th is  p ro c e s s  w e re  fo llow ed, th e  d e c is io n  
m a k e r  could  a r r iv e  a t an  expec ted  v a lu e  fo r  each  a lte rn a t iv e . The 
expec ted  v a lu e  would be th e  v a lu e  of each  p o ss ib le  co n seq u en ce  fo r 
each  a lte rn a t iv e  w eighed by the  p ro b a b ility  th a t it w ill o c c u r . The 
lim ita tio n  of th is  p ro c e d u re  is  th e  d ifficu lty  en co u n te re d  in  quan tify ing  
som e im p o rta n t d e c is io n  c r i t e r i a .  T hus, the  ex p ec ted  v a lu e s  d e riv e d  
m u s t be  w eighed  by the n o n -q u an tify ab le  a sp e c ts  of th e  a l te rn a t iv e s .
T h e  e x t e n t  to  w h ic h  a l t e r n a t i v e s  a r e  e v a l u a t e d  i s  a  f u n c t io n  o f th e
tim e  a v a ila b le , th e  co s t, the  c a p a c ity  of th e  in d iv id u a l, th e  re la t iv e
im p o rta n c e  of th e  d e c is io n , and the  fa c i l i t ie s  a v a ila b le  fo r  d e riv in g
the  in fo rm a tio n . Since th e  d e c is io n  m a k e r  h a s  c u lm in a ted  the  p ro c e s s
of evaluation  of a l te rn a t iv e s ,  he  m u s t s e le c t  one of th e se  m u tu a lly
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e x c lu siv e  a l te rn a t iv e s .
C hoice of an  A lte rn a tiv e . T he in fo rm a tio n  re la te d  to  the  de^*' .ion. 
is  d e riv e d  f ro m  com m un ica tion  w ith  v a rio u s  e le m e n ts  in  the  o rg a n iz a ­
tion , and  i t  i s  th en  ev a lu a ted  w ith  the  f ra m e  of r e fe re n c e  of the  
d e c is io n  m a k e r .  T h e re fo re , th e  ev a lu a tiv e  p ro c e s s  is  in flu en ced  by 
h is  p rev io u s  co m m u n ica tio n  w ith in  th e  o rg a n iz a tio n . C onsequently , 
th e  cho ice  is  b a se d  upon p re m is e s  s tro n g ly  in flu en ced  and p a r t ia l ly  
p ro v id ed  by th e  o rg a n iz a tio n  i t s e l f .  N e v e r th e le s s , th e  fin a l ch o ice  is  
m ad e  by the  d e c is io n  m a k e r .
I b id . , p . 431. But no t c o lle c tiv e ly  e x h au stiv e  e v e n ts .
The p ro c e s s  of ch o ice  r a i s e s  the  q u es tio n  of r a t io n a li ty  in  
d e c is io n  m ak ing . F o r  s e v e ra l  r e a s o n s , i t  is  im p o ss ib le  to  a lw ays 
re a c h  the  d e c is io n  w hich  m a x im iz e s  o rg an iz a tio n a l w e ll-b e in g . F i r s t ,  
th e  ind iv idua l is  l im ite d  in  h is  c ap a c ity  to  p e rc e iv e  a l te rn a t iv e s .  
C onsequently , only a  few of a p o ss ib le  la rg e  num ber of a lte rn a tiv e s  
can  be p ro c e s s e d  by h is  p sy ch o lo g ica l m e c h a n ism s . Second, the  
a lte rn a t iv e s  m u s t  be evaluated  a s  to  th e ir  p o ss ib le  o u tco m es . Again, 
i t  is  im p o ss ib le  to  ev a lu a te  a ll  p o ss ib le  ou tcom es of any  a lte rn a tiv e ; 
th u s , th is  v a r ia b le  w ould in te rv e n e  to  re d u c e  ra t io n a li ty . F in a lly , 
d e c is io n s  a r e  fo rw a rd  looking . They effect fu tu re  o p e ra tio n s . C onse­
quen tly , m uch of the in fo rm a tio n  needed  fo r d e c is io n  m aking  is  un­
a v a ila b le ; th e re fo re , ra tio n a lity  is  l im ite d  b e ca u se  of unob tainab le  
in fo rm a tio n .
N e v e r th e le s s , the  ra t io n a li ty  ach iev ed  by an o rg a n iz a tio n  h as  the
183
p o te n tia l of exceed ing  the  ra t io n a li ty  of any  sin g le  in d iv id u a l. The 
s tru c tu r in g  of th e  o rg a n iz a tio n a l en v iro n m en t p rov id ing  a  s im p lif ied  
d e fin itio n  of th e  s itu a tio n , se le c tiv e  ex p o su re  to  s tim u li , l im itin g  the  
c h o ices  of a lte rn a tiv e  b eh av io r, e tc . ,  p o s itiv e ly  in flu en ce  the  ra tio n a l 
p r o c e s s e s .  In fac t, th e  to ta l concep t of o rg an iz a tio n  invo lves the  
im p lic it  a ssu m p tio n  of in tended  ra t io n a l  b e h a v io r . H ow ever, ob jec tive  
ra t io n a li ty  is  an  id e a l w hich can  n e v e r  be  ach ieved , if  i t  i s  defined  as 
op tim um  a ch iev e m e n t a s  opposed  to  op tim um  a ch iev e m e n t r e la tiv e  to
See G ou ldner, "O rg a n iz a tio n a l A n a ly s is , " pp . 407 - 410.
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th e  in fo rm a tio n  a v a ila b le  in  the  sy s te m . N e v e r th e le s s , to  u n d e rs ta n d
o rg an iz a tio n a l b eh av io r, th e  in te n tio n a lly  ra t io n a l  p ro c e s s e s  should
, 184
no t be  ig n o red  a s  som e a n a ly s ts  have  tended  to do.
L e g i t i m a t i o n  o f  D e c i s io n .
As p rev io u s ly  d isc u sse d , th e  p ro c e s s  of ach iev ing  a  co o rd in a ted
sy s te m  of b eh av io r invo lves c re a tin g  in te r r e la te d  s e ts  of ro le s  and,
thus, s t ru c tu re  and  a u th o rity  p o te n tia l. A s one w r i te r  o b se rv e s ,
" . . .  so c ia l o rd e r  a lw ays invo lves people  who co m m u n ica te  a s
s u p e r io rs ,  in f e r io r s ,  and eq u a ls , and p a ss  fro m  one p o sitio n  to  
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a n o th e r ."  The c re a tio n  of th e  s u p e r io r-s u b o rd in a te  re la tio n sh ip
is  h igh ly  s ig n ific an t a s  f a r  as d e c is io n  m aking  in  an  o rg an iz a tio n  is
co n ce rn e d . F o r  exam ple , once th e  d e c is io n  m a k e r  in  th e  s tru c tu re d
o rg an iz a tio n  h a s  ch o sen  be tw een  p o ss ib le  c o u rs e s  of a c tio n  fo r th o se
m e m b e rs  of th e  o rg an iz a tio n  who a r e  h is  su b o rd in a te s , a s  f a r  a s  th is
ind iv idua l is  co n ce rn ed , a  d e c is io n  h a s  been  re a c h e d . H ow ever, f ro m
th e  s tandpo in t of the  o rg an iz a tio n  a s  a  w hole, the  d e c is io n  h as  not been
186m ade u n til each  ind iv idua l su b o rd in a te  a c c ep ts  i t  to  guide h is  a c tio n s .
A s B a rn a rd  e x p re sse d , "A u th o rity  is  a  c h a ra c te r  of a  co m m un ica tion  
(o rd e r)  in  a  fo rm a l o rg an iz a tio n  by v ir tu e  of w hich i t  is  a cc ep ted  by a
184 ,
I b id .
185 Hugh D a lz ie l D uncan, C om m unication  and S ocial O rd e r  (New 
Y ork: The B edm inste-r P r e s s ,  1962), p . x v iii .
186 T h is  o b s e r v a t i o n  i s  b a s e d  u p o n  th e  a c c e p t a n c e  t h e o r y  o f  
a u t h o r i t y .
c o n tr ib u to r  o r ‘m e m b e r ’ of the  o rg an iz a tio n  a s  govern ing  th e  a c tio n  he
c o n tr ib u te s ; th a t is ,  a s  g o v ern in g  o r d e te rm in in g  w hat he  does o r  is
187
not to  do so  f a r  a s  th e  o rg a n iz a tio n  i s  c o n c e rn e d ." T hus, w hile  a
d e c is io n  m a k e r  m ay  occupy a p o s itio n  of a u th o rity , "T he  r e a l  so u rc e
of a u th o rity  . . . l ie s  in  th e  a cc ep tan c e  of i ts  e x e rc is e  by th o se  who
188
a r e  su b je c t to  i t . "  C onsequen tly , fo rm a l a u th o rity , o r th a t 
a u th o rity  w hich  is  c re a te d  by th e  g e n e ra tio n  of a  c o o rd in a ted  se t of 
in te r r e la te d  ro le s  a s  a  m ean s  of ach iev ing  p re d e te rm in e d  ends, " , . .
i s ,  in  e ffec t, nom ina l a u th o rity . It b eco m es r e a l  only when i t  is
, 189a c c e p te d ."
The co m m u n ica tio n  of the  s u p e r io r 's  d e c is io n  to th e  su b o rd in a te  
is  c o n s id e re d  an  a u th o r ita tiv e  co m m un ica tion  if  i t  i l l ic i t s  f ro m  the 
p e rc e iv e r  th e  d e s i r e d  c o u rs e  of ac tio n , o r if i t  r e s u l ts  in  th e  g e n e ra ­
tio n  of the  d e s ire d  co m m u n ica tio n s . Thus, the  le g itim a tio n  of d e c is io n  
m ak ing  r e s t s  upon th e  r e c e iv e r ’s accep tin g  the  d e c is io n - re la te d  
m e s s a g e  a s  an  a u th o r ita te d  co m m un ica tion  and u tiliz in g  i t  a s  a 
b e h a v io ra l p r e m is e .  F ro m  an o rg a n iz a tio n a l poin t of v iew , th e re fo re , 
th e  d e c is io n  m aking  p ro c e s s  is  o p e ra tiv e  only when th e  m e m b e rs  a r e  
w illing  fo r  a u th o r ita tiv e  co m m u n ica tio n  to supp lan t p e rs o n a l  b e ­
h a v io ra l p r e m is e s .
187
B a rn a rd , op . c i t . , p . 163.
188 T annenbaum , W esch le r and  M a ss a r ik , op . c i t . ,  p . 271.
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The co n cep t, pow er, h a s  been  im p lic i t ly  inc luded  in  the  p rev io u s  
d is c u s s io n . P ow er is  e a s ie r  to d e s c r ib e  and iden tify  than  to de fine .
F o r  exam ple , using  a  tw o -p e rso n  m odel c o n s is tin g  of M r. X and M r.
Y in  a so c ia l s itu a tio n , M r. X is  sa id  to hav e  pow er over M r. Y if,
in  the  p ro c e s s  of com m unica ting , M r. X c an  in fluence  M r. Y to
p u rsu e  o r  no t to  p u rsu e  a  p re d e te rm in e d  c o u rs e  of ac tio n  th a t he  would
190
not follow  w ithout th e  in flu en ce  of M r. X. A s D uncan o b se rv e s ,
191"P o w er a lw ays invo lves p e rs u a s io n  " . . .  S u p erio rs
gain  and r e ta in  th e ir  pow er by p e rsu ad in g  in fe r io r s  they  have  the
192
r ig h t to  ru le  th e m ."  T h is p e rs u a s io n  c an  be e ith e r  o v e rt  o r c o v e rt
p r e s s u r e  app lied  to gain  co m p lian c e . P re s th u s  d is tin g u ish es  betw een
a u th o rity  and pow er in  the  follow ing w ay. A u th o rity  is  " . . .  a
cond ition  th a t is  su b je c t to  being re in fo rc e d  by sa n c tio n s , w hile  in flu -
193ence  u su a lly  se c u re d  co m p lian ce  w ithout r e fe re n c e  to sa n c tio n s . "
The im p o rta n t d is tin c tio n  fo r th is  a n a ly s is  is  th a t th e  c re a tio n  of
s tru c tu re d  h ie ra rc h y  c re a te s  p o sitio n s  of a u th o r ity . The a u th o rity  is
le g itim a te d  only w hen th e re  is  equal pow er to im p lem en t th e  a u th o rity
g ra n te d . T h is pow er m ay  a r i s e  f ro m  th e  a u th o rity  p o sitio n  i ts e lf ,
194
in s titu tio n a liz e d  v a lu e  sy s te m s , p o s s e s s io n  of m ean ing fu l sa n c tio n s ,
190 M apheus B re w s te r  Sm ith, "C om m un ica tive  B eh av io r, " 
P sy ch o lo g ica l R eview , LIU (S ep tem b er, 1946), 298 - 300.
191 - -
D uncan, op. c i t . , p . x v ii. D uncan, op. c i t . , p . 254.
1 9 3 ' 194"P re s th u s , op . c i t . , p . 57. P a r s o n s ,  op. c i t . , p . 226.
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c ap a c ity  to  in fluence  w ithout r e fe re n c e  to  san c tio n , e tc . In
e sse n c e , a u th o rity , in  th e  a b sen ce  of pow er to  le g itim a te  it, is
. . 196 m e a n in g le ss .
C om m unication  and  the  D ecis io n  M a k e r .
T he v ita l  re la tio n sh ip  betw een  the  d e c is io n  m a k e r  in  th e  o rg a n iz a ­
tio n  and the  co m m un ica tion  v a r ia b le  now is  e x p lo red . F i r s t ,  th e  
n a tu re  of th e  co m m un ica tion  v a r ia b le  in  c re a tin g  d e c is io n  m aking  po ­
te n tia l  w ith in  an  o rg an iz a tio n  is  c o n s id e re d . Second, th e  co m m u n i­
c a tiv e  beh av io r of the  d e c is io n  m a k e r  in  the  d e c is io n  p ro c e s s  is  
exam ined .
D ecisio n  M aking P o te n tia l
The follow ing th re e  a sp e c ts  of the  v ita l  re la tio n sh ip  betw een  th e  
com m un ica tion  v a r ia b le  and the d e c is io n  m aking p o ten tia l of the  
o rg a n iz a tio n a l m e m b e r a r e  c o n s id e re d : (1) so u rc e  of v ita l  in fo rm a ­
tion , (2) v ita l  l in k  in  th e  ne tw ork , and (3) a u th o rity  o v e r sy m b o ls .
S ou rce  of V ita l In fo rm a tio n . An o rg an iza tio n  m e m b e r, who is  in  
a  p o sitio n  to  s e rv e  a s  a  so u rc e  of in fo rm a tio n  w hich is  c o n s id e re d  
v ita l  to  the  re m a in d e r  of the  o rg an iz a tio n , is  in  a  p o s itio n  to  e x e r t  a  
g re a t  d e a l of in flu en ce  and p o w er. As e x p re ss e d  by M arch  and Sim on, 
" . . .  a  g re a t  d ea l of d is c re t io n  and in flu en ce  is  e x e rc is e d  by th o se
195
T h is  w ould in c lu d e  th e  p e rs o n a l  q u a litie s  of th e  in d iv id u a l, 
am ong o th e r  th in g s .
196
F o r  a  d isc u ss io n  of co m m un ica tion  and pow er, see  D arw in  
C a rtw rig h t ( e d . ), S tud ies in  S ocial P o w er (Ann A rb o r , Mich.: The 
U n iv e rs ity  of M ichigan, 1959)* pp . 7 - 9 .  -
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p e rs o n s  who a r e  in  d ire c t  c o n ta c t w ith som e p a r t  of 'r e a l i ty ' th a t is
197
of c o n ce rn  to  the o rg a n iz a t io n ."  B e ca u se  a  p e rso n  in  su ch  a  p o s itio n  
o r ig in a te s  in fo rm a tio n  w hich becom es p re m is e s  fo r  o th e r d e c is io n  
m a k e rs ,  he  p re ju d ic e s  th e ir  d e c is io n s  even though he o r ig in a te s  
in fo rm a tiv e  a s  opposed to  a u th o r ita tiv e  co m m u n ica tio n . In e sse n c e , 
th e  co m m u n ica tio n  f ro m  su ch  an  ind iv idua l a s su m e s  th e  ro le  of 
a u th o r ita tiv e  co m m un ica tion  w h e th er o r  no t he is  in  an  a u th o rita tiv e  
p o sitio n  in  th e  o rg a n iz a tio n . M arch  and  Sim on lab e l th is  s itu a tio n  
u n c e r ta in ty  a b so rp tio n  and define  i t  a s  o ccu rin g  " . . .  w hen in fe r ­
en ces a r e  d raw n  f ro m  a body of ev idence  and th e  in fe re n c e s , in s te a d
198
of th e  ev idence  i ts e lf ,  a r e  th en  c o m m u n ic a te d ."  T hus, in  the
p ro c e s s  of e s tab lish in g  ro le s  in  an  o rg an iz a tio n , im p lic it  d e c is io n
m aking  p o ten tia l is  c re a te d  fo r th o se  m e m b e rs  who a re  p lac ed  in  ro le s
199w hich  enab le  th em  to  beco m e  in fo rm a tio n  s o u rc e s  fo r o th e r  m e m b e rs .  
V ita l L ink  in  C om m un ication  N etw ork . T he o rg an iz a tio n a l ro le s
of c e r ta in  m e m b e rs  m ak e  th em  key links in  th e  fo rm a l com m un ica tion
200 201 n e tw o rk . S tud ies by B a v e las  and B a r re t t  and  L ea v itt in d ic a te
th a t the  ro le  p la y e rs  occupying v ita l link ing  p o s itio n s  in  the  g roup
^ ^ M a r c h  and Sim on, op . c i t . ,  p . 165, *^ I b i d .  * ^ I b id . , p . .166.
^ ^ A le x  B a v e las  and D e rm o t B a r re t t ,  "An E x p e rim e n ta l A pproach  
to  O rg a n iz a tio n a l C om m unication , " P e rso n n e l, XXVII (1951), 368 ff.
^® *H arold L e a v itt, M a n ag e ria l P sy ch o lo g y  (C hicago: U n iv e rs ity  
of C hicago P r e s s ,  1958), pp . 193 - 199.
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co m m u n ica tio n  n e tw o rk  tend  to  e m e rg e  a s  l e a d e r s .  T hus, d ec is io n
m aking  p o ten tia l is  c re a te d  in  an  o rg an iz a tio n  by e s tab lish in g  a
p a r t ic u la r  flow of com m un ica tion , th a t is ,  the  fo rm a l n e tw o rk . T h ese
202key, n e tw o rk -lin k in g  p o s itio n s  should  be the fo rm a lly  co n stitu ted  
p o s itio n s  of a u th o rity  in  th e  h ie ra rc h y . As M erto n  o b se rv ed , "E f­
fec tiv e  o rg an iza tio n  r e q u ire s  th a t th o se  in a u th o rity  be lo c a te d  a t
203
ju n c tu re s  in  th e  ne tw ork  of co m m un ica tion  . . . . "
The follow ing c o ro l la ry  m ay  be d e riv e d  fro m  th e  fo rego ing  
a n a ly s is .  The g r e a te r  th e  co n v erg en ce  of the  fo rm a l com m un ica tion  
n e tw o rk  a t a p a r t ic u la r  p o s itio n , the  g r e a te r  the  d e c is io n  m aking  
p o te n tia l c re a te d  a t th a t p o s itio n . As M erton  o b se rv ed , th is  w ould be 
an  im p o rta n t ju n c tu re  in  the  o rg a n iz a tio n a l n e tw o rk . H ow ever, e v e ry  
ju n c tu re  is  no t of equal im p o rta n c e . B ecau se  of d iffe re n tia tio n  of 
co m m un ica tion  flow ing th ro u g h  c e r ta in  b ra n c h e s  of the  n e tw o rk , som e 
ju n c tu re s  - -  fo r  exam ple , th o se  in  the  u p p er le v e l of th e  h ie ra rc h y  - -  
a r e  m o re  com plex  and  re la t iv e ly  m o re  im p o rta n t th an  th e  o th e r s .
The a s s e r t io n  h e re  is  th a t the  ind iv idua l occupying a  key  linking 
p o s itio n  in  the  com m un ica tion  n e tw o rk  is  in  a p o sitio n  w ith  a  p ronounced  
d e g re e  of d e c is io n  m ak ing  p o te n tia l. The a c tu a l d e c is io n  m aking
,1
202 B ecau se  of in fo rm a l ch an n e ls , th ey  m ay  no t be .
^^^Merton, op. c i t . , p. 342.
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p ro p e n s ity  of th e  ind iv idua l p e rfo rm in g  th is  ro le  is  d e te rm in e d  by a  
num ber of fa c to rs , includ ing  h is  p e rs o n a l c h a r a c te r i s t ic s .
A u tho rity  over O rg a n iz a tio n a l C om m unication . Ind iv idua ls who 
a r e  g iven  a u th o rity  o v e r th e  in fo rm a tio n  tr a n s m it te d  th ro u g h  the  
fo rm a lly  e s ta b lish e d  n e tw o rk  a r e  g ra n te d  e x ten siv e  d e c is io n  m aking 
p o te n tia l. C o n tro l of the sym bol sy s te m  in  an  o rg an iz a tio n  c re a te s  a 
pow er p o te n tia l w ith  e x ten s iv e  ra m if ic a tio n s . The u se  of sy m b o ls  to 
s tim u la te  o th e rs  in  p re d e te rm in e d  d ire c tio n s  and the  p o te n tia l of
in te rn a liz in g  c e r ta in  sym bol sy s te m s  th rough  le a rn in g  have  been
204 205
d isc u s se d . The a b ili ty  to  choose , su b jec t to c e r ta in  lim ita tio n s ,
th e  in fo rm a tio n  to  w hich  an  o rg a n iz a tio n a l m e m b e r  i s  exposed  is  a
pow erfu l too l in  in fluencing  h is  b e h a v io r . F o r  exam p le , in  th e  d e c is io n
p ro c e s s ,  the  m e m b e r  who h a s  chosen  the  in fo rm a tio n  t r a n s m it te d
th rough  th e  n e tw o rk s  su b s ta n tia lly  in flu e n ce s  th e  d e c is io n  p re m is e s  of
206
th o se  exposed  to  the  co m m u n ica tio n .
In su m m a ry , an  im p o rta n t d e g re e  of d e c is io n  m ak ing  p o ten tia l is  
c re a te d  by a p o s itio n  w hich m ak e s  th e  in d iv id u a l who s ta ffs  i t ,  a so u rc e  
of in fo rm a tio n  v ita l to  the  re m a in d e r  of the  o rg an iz a tio n , a  key  lin k  in
^ ^ S u p r a ,  pp. 69 - 70.
205 T hose  im p o sed  by th e  in fo rm a l ch an n e ls  of co m m u n ica tio n  and 
th o se  o u ts id e  th e  o rg a n iz a tio n .
206 M arch  and S im on, op . c i t . , p . 153.
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the  co m m unica tion  n e tw o rk  of the o rg an iza tion , and a  c o n tro l le r  of 
in fo rm a tio n  t r a n s m i t te d  th rough  th e  fo rm a l  co m m un ica tio n  n e tw o rk
C om m unicative  B eh av io r .
If i t  is  a p p ro p r ia te  to d e s c r ib e  the  d e c is io n  p r o c e s s  a s  a  c o m ­
m unica tio n  p r o c e s s ,  then  the  beh av io r  of the  d ec is io n  m a k e r  should 
be, a t  l e a s t  p a r t ia l ly ,  capab le  of being d e s c r ib e d  a s  com m u n ica tive  . 
b e h av io r .  In the  succeed ing  d isc u ss io n ,  the  in d iv id u a l^  d e c is io n  
m aking  beh av io r  is  exam ined  w ith in  the  com m u n ica tive  f ra m e w o rk  
developed  p re v io u s ly  in  th is  p a p e r .
D uring  the  P r o c e s s  of D ec is io n . The d e c is io n  m aking  p r o c e s s  is  
in it ia ted , w ith in  the d e c is io n  m a k e r ,  upon the  r e c e ip t  of in fo rm a tio n a l  
s t im u li ,  u su a l ly  f ro m  a so u rc e  e x te rn a l  to the o rg a n ism . His 
evaluation  of the  in fo rm a tio n a l  s t im u l i  c r e a te s  a w a re n e s s  of the  need  
to a l t e r  som e a s p e c t  of h is  e n v iro n m en t.  T his  a w a re n e s s  a ro u s e s  
d isso n a n c e  w ith in  an  ind iv idual, b e c a u se  he now p e rc e iv e s  the n eed  to 
a l t e r  h is  env ironm en t,  and  a s  of th a t  po in t in  sp a c e - t im e  he  has  not 
done so . The p e rc e iv e d  d is so n a n c e  w ill  m o tiv a te  the in it ia t io n  of 
com m un ica tion  to se e k  in fo rm a tio n  f ro m  a p p ro p r ia te  s o u rc e s .  The 
d is c o v e ry  of th e  v a r io u s  a l te rn a t iv e  ch o ices  the  indiv idual fac e s  i s  the 
ne t r e s u l t  of the  co m m un ica tio n  e ffo r t .  T h is  d isc o v e ry ,  in  i ts e l f ,  
p ro d u ce s  d is so n a n c e  b e ca u se  th e r e  i s  l ik e ly  to  be two ch o ices  w hich  a r e  
a lm o s t  equally  a t t r a c t iv e .  F in a lly ,  one of the  a l te rn a t iv e s  is  chosen  
and co m m u n ica ted  to  the  so u rc e (s )  who w ill  im p le m e n t  i t .  T h ese  s o u rc e s ,  
in  tu rn ,  m ay  in s t i tu te  f u r th e r  co m m un ica tio ns  in  r e g a r d  to  the  p a r t i c u la r
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cho ice . A ll th o se  cognitive  e le m e n ts  r e la te d  to  the  cho ice  m ad e  a r e
now consonan t w ith  the  ac tio n  taken . As r e la te d  to the  cho ice  m ad e ,
, 207d isso n an ce  h as  been  red u c ed .
A fte r  Reaching the D ec is io n . Not only is  the  p r o c e s s  of reach in g
d e c is io n s  anx ie ty  p roducing , the  ac t io n  taken  r e la te d  to the  d e c is io n  is
d isso n a n t  w ith the  reco g n it io n  of the  m e r i t s  of the  cho ices  e l im in a te d .
A s F e s t in g e r  has  o b se rv ed ,  d is so n a n c e  is  " . . .  an in ev itab le  c o n se -
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quence  of the  d e c is io n . 11 T h e re fo re ,  the  ex p o s t  beh av io r  of the 
d e c is io n  m a k e r  can  be expla ined  a s  an  e ffo rt  to  re d u c e  p o s td e c is io n  
d is so n a n c e .
Of c o u rs e ,  the  am ount of e ffo rt  to  re d u c e  p o s td e c is io n  d is so n a n c e
is  r e la te d  to the  m agn itude  of the  d is so n a n c e .  The m agn itude  i s  a
•function of the im p o r ta n c e  of the  d e c is io n  and the  r e la t iv e  a t t r a c t iv e -
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n e s s  of a l te rn a t iv e s  not c h o sen . A f te r  rev iew ing  a n u m b er  of
s tu d ies  r e la te d  to  p o s td e c is io n  d is so n a n c e  red uc tio n , F e s t in g e r  m ade
210the  following su m m a ry  o b se rv a t io n s :
T his c h a p te r  h a s  rev iew ed  a  n u m b er  of s tu d ies  w hich  in  
one way o r  an o th e r  d e a l  w ith even ts  th a t  o c cu r  a f te r  d e c is io n  
h a s  been  m a d e .  T he d a ta  shows (1) Follow ing a  dec is ion , 
th e r e  is  a c t iv e  seek ing  out of in fo rm a tio n  w hich p ro d u ces  
cognition  consonan t w ith  ac tion  tak en . (2) Follow ing a 
d ec is io n , th e r e  is  an  i n c r e a s e  in  confidence  in  the  d e c is io n  
o r  a d e c r e a s e  in  d is c re p a n c y  in  the  a t t r a c t iv e n e s s  be tw een  
the  a l te rn a t iv e s  involved  in  the  ch o ice , o r  bo th . Each  
r e f le c t  su c c e ss fu l  red u c tio n  of d is so n a n c e .  ^
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F e s t in g e r ,  A  T h eo ry  of Cognitive  D isso n an ce , p . 35.
2° 8Ib id .,  p . 47 . 2° 9Ib id . 21° I b id . ,  pp . 48 - 83. 211Ib id .,  p . 83.
In e s se n c e ,  the f i r s t  of the  p reced in g  o b se rv a t io n s  s im p ly  s ta te s  
th a t  the d e c is io n  m a k e r ,  th rough  s e le c t iv e  ex p o su re  to and p re c e p t io n  
of in fo rm a tion , a t te m p ts  to convince  h im s e l f  th a t  the  p ro p e r  d ec is io n  
h as  been  m a d e .  This p r o c e s s  p ro d u ces  the r e s u l t  r e p o r te d  in 
o b se rv a t io n  two. T hrough  the  m e c h a n ism s  of s e le c t iv e  ex p osu re , 
s e le c t iv e  p e rc ep tio n ,  and  s e le c t iv e  re ten tio n ,  the  in d iv id u a l 's  co n ­
v ic tion , th a t  th e  p ro p e r  cho ice  h a s  been  m ade , i s  re in fo rc e d .  T h ese  
two o b se rv a t io n s  accoun t fo r  the  d ifficu lty  one e x p e r ien c es  in  r e v e r s in g  
a  d e c is io n  once i t  h a s  been  m a d e .  The re in fo rc e m e n t  th a t  tak es  p lace  
im m e d ia te ly  following the  d ec is io n , to enab le  the  d ec is ion  m a k e r  to 
re d u c e  anxiety , m ak e s  i t  v e ry  d iff icu lt  fo r  h im  to  r e v e r s e  the d e c is io n .
In e s se n c e ,  he  lo s e s  the  d e g re e  of ob jec tiv ity  ach ieved  b e fo re  the  
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d e c is io n .
In te rven ing  V a r ia b le s .
A n u m b er  of f a c to r s  in te rv e n e  to  l im i t  the  in ten tion a lly  ra t io n a l  
d e c is io n  m aking  p r o c e s s  in  an  o rg an iz a t io n .  S e v e ra l  of th e se  v a r ia b le s  
a r e  next c o n s id e re d .
Inadequate  In fo rm a tio n .
A d e c is io n  can  be only a s  good a s  the p r e m is e s  upon w hich  i t  is  
b a se d .  T h ese  p r e m is e s  a re . u su a l ly  d e r iv e d  f ro m  in fo rm a tio n  c o m ­
m u n ica ted  to the  point of d e c is io n  by the m e m b e r s  of the o rg an iz a t io n .  
A su b s ta n t ia l  am o un t of the  in fo rm a tio n  needed  to  m ak e  d e c is io n s ,
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which, when accep ted , guide the  b eh av io r  of o n e 's  su b o rd in a te s ,
p r im a r i ly  com es  f ro m  th ese  su b o rd in a te s .  The ten dency  to f i l t e r
m e s s a g e s  b e fo re  com m un ica tin g  th em  to s u p e r io r s  has  a l r e a d y  been
d isc u s se d .  T h e re fo re ,  m any  t im e s  th e  s u p e r io r  is  fo rc e d  to m ak e
d e c is io n s  vi th  fau lty  in fo rm a tio n .  T hus, a  m a jo r  p ro b lem  to the
h ig h er  lev e l  m a n a g e r  in  a n .o rg a n iza tio n  " . . .  is  th a t  m uch  of the
in fo rm a tio n  r e la t iv e  to the  d ec is io n  a t  th is  lev e l  o r ig in a te s  a t  low er
leve l,  and m a y  not e v e r  r e a c h  the h igh  le v e l  u n le s s  the execu tive  is
213
e x tr a o rd in a r i ly  a l e r t . 11
Inadequate  D e c is io n -R e la te d  C om m u nica tion . M ost of the  p r e ­
d e c is io n  and p o s td e c is io n  beh av io r  of the  d e c is io n  m a k e r  is  c o m m u n i­
c a t iv e .  Obtaining adequa te  in fo rm a tio n  r e la te d  to  the  a l te rn a t iv e  
cho ices , invo lves sending and  re c e iv in g  m e s s a g e s .  A lso , a f te r  one 
a l te rn a t iv e  i s  ch osen  it  m u s t  be co m m u n ica ted  to  those  who', a r e  
a ffec ted  by i t .  T h e re fo re ,  com m un ica tion  i s  r e q u i r e d  to a s c e r t a in  the 
p r o g r e s s  of the a c t iv i ty  r e l a te d  to the  d e c is io n .
As a key  v a r ia b le  in the d e c is io n  p r o c e s s ,  co m m un ica tio n  beco m es  
the  m o s t  c ru c ia l  a s p e c t  of i t .  Many p ro b le m s  in  d e c is io n  m aking a r i s e  
b e c a u se  the  d ec is io n  is  p o o r ly  co m m u n ica ted  to m e m b e r s  who m u s t  
r a t i fy  and im p le m e n t  i t .  The p ro b le m  is p a r t i a l ly  r e la te d  to the  p e rs o n  
who o r ig in a te s  the  d e c is io n .  Spec ifica lly , h e  m ay  not be  a w a re  of the  
v i ta l  im p o r ta n c e  of ad eq ua te ly  p lanned  co m m un ica tiv e  s t r a te g y  re la t iv e
213 Sim on, op. c i t . , p . 163.
to th e  d e c is io n ,  or h e  m a y  not h ave  the  co m m u n ica tiv e  com p e ten ce  to
fo rm u la te  a  m ean ing fu l m e s s a g e .  The p ro b le m  a ls o  m a y  be r e la te d
to th o se  in d iv idua ls  se rv in g  in  the  com m u n ica tion  c e n te r s  th rough
w hich  the  a u th o r i ta t iv e  m e s s a g e  m u s t  p a s s .  T h e ir  co m m un ica tiv e
in co m petence  m ay  p ro v e  to be c r i t i c a l  in  t r a n s m i t t in g  the  m e s s a g e
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th roughou t the  o rg an iz a t io n .
F r o m  an o rg an iz a t io n a l  poin t of v iew , the  d e c is io n  is  the  r e c e i v e r ’s 
in te rp re ta t io n  of the  a u th o r i ta t iv e  m e s s a g e  com m unica ting  i t .  The 
m e m b e r ’s b eh av io r  w ill  be  b a s e d  upon the  m ean ing  h e  a s s ig n s  to  the  
m e s s a g e .  T hus, a  s ign if ican t  am ount of e m p h a s is  should  be p laced  
upon the p r o c e s s  of co m m unica ting  d e c is io n s .  No m a t t e r  how thorough  
and sc ien tif ic  the cho ice  of the  d e c is io n  m a k e r ,  o r ig ina tin g  the 
a u th o r i ta t iv e  com m un ica tion , u n le s s  th a t  m e s s a g e  can  be and is  
adeq u a te ly  u n d e rs to o d  by th o se  m e m b e r s  who m u s t  r a t i fy  and im p le m e n t  
it, the  end r e s u l t  w il l  not m e e t  the  s ta n d a rd  of in tended  ra t io n a l  b e h av io r .
Thus, th e  d e c is io n  p r o c e s s  i s  only a s  e ff ic ien t and  ra t io n a l  a s  i ts  
w e ak e s t  link . S im on m ad e  the  following o b se rv a t io n  about the  p ro b le m  
being c o n s id e re d  h e r e :
No s te p  in  the a d m in is t r a t iv e  p r o c e s s  i s  m o r e  g e n e ra l ly  
ign o red , o r  m o r e  p o o r ly  p e r fo rm e d ,  than  the t a s k  of 
com m unica ting  d e c is io n s .  A ll too often, p lans a r e  'o r d e r e d '  
in to  e ffect w ithout any  c o n s id e ra t io n  of th e  m a n n e r  in  w hich 
they  can  be  b roug h t to  in fluence  the  b eh av io r  of the ind iv idual 
m e m b e r  of the  g ro u p . 2 *5
B e rn a rd , op . c i t . , p . 178. Sim on, op. c i t . , p . 108.
170
B reakdow ns in  the a u th o r i ta t iv e  co m m u n ica tio n  p ro c e s s  m ay  r e s u l t
f ro m  fo rge tt ing  " . . .  th a t  the  behav io r  of ind iv iduals  i s  the tool w ith
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which o rg an iza tio n  ach iev es  i ts  p u r p o s e . "
Ignoring In fo rm a l C om m unication  N etw orks
F a i lu re  to  reco g n ize  and  u t i l iz e  the  in fo rm a l  com m unica tion  n e t ­
w o rk s , w hich develop in a l l  o rg an iz a t io n s ,  can  n o ticeab ly  h a m p e r  the 
flow of a u th o r i ta t iv e  com m unica tion  to po in ts  of execu tion . The o v e r ­
dependence  upon the  fo rm a l ly  co ns titu ted  n e tw o rk  m ay  r e s u l t  in  c o m ­
m un ica tion  vo ids, d is to r te d  m e s s a g e s ,  and  g e n e ra l  in fo rm a tio n  
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s h o r ta g e s .  The in fo rm a tio n  needed  to r e a c h  d e c is io n s ,  obta ined
f ro m  in fo rm a l  n e tw o rk s , m a y  be m o re  a c c u ra te ,  in c e r ta in  s i tu a t io n s ,
than  in fo rm a tio n  d e r iv e d  f ro m  o rg an iz a t io n a l  c h an n e ls .  J j ik e w ise ,  a t  
<
t im e s ,  bypassing  fo rm a l  ne tw o rks  and  using  in fo rm a l  com m unica tion  
m ay  be m o re  effective  in  ge tting  the  m e s s a g e  u n d e rs to o d .
R ecognition  and  u se  of in fo rm a l  n e ts  is  b enef ic ia l  in  s e v e ra l  w ays . 
F i r s t ,  the in fo rm a l  a u th o r i ta t iv e  ro le s  can  be  lo ca ted . Those 
ind iv iduals  in  key  pos it ion s  in  in fo rm a l  ne tw o rk s  a r e  l ik e ly  to have  
a u th o r i ty  bestow ed  by th e i r  a s s o c ia t e s .  T h is  au th o ri ty ,  w hile  not 
leg i t im a te d  by the  o rg an iza tio n , is  r e a l ,  and  th o se  who p o s s e s s  i t  can  
in fluence  o rg an iz a t io n  b e h av io r .  T h ese  in fo rm a l  r e la t io n sh ip s  m a y  be
2 1 6 t v ^Ibid.
217 K eith  D av is , "M anagem ent C om m unication  and the G rap ev in e , " 
Some T h e o r ie s  of O rgan iza tio n , A lb e r t  H a ro ld  R uben ste in  and Chadwick 
J .  H a b e rs t ro h ,  e d i to r s .  (Homewood, I l l in o is :  The D o rse y  P r e s s ,  I960)
p . 288 - 298.
a  l im ita t io n  to o rg an iz a t io n a l  dec is io n  m aking , but if they  a r e  
rec o g n ize d  and u t i l iz e d  in  the  d ec is ion  p r o c e s s ,  the  l im ita t io n  is  
m in im iz e d .  Second, the  fo rm a l  ne tw ork  can  be t ied  in to  the  in fo rm a l  
ne tw o rk s , to  p ro v id e  a  m o re  effic ien t co m m u n ica tio n  sy s te m . The 
in fo rm a l  channe ls  of co m m un ica tio n  a r e  m o r e  p e rv a s iv e  than  the  
o rg an iz a t io n a l  channels  and, consequen tly , p ro v id e  a  g r e a te r  o p p o r­
tun ity  fo r  reach in g  c e r ta in  ind iv idua ls  in  the o rg an iz a t io n .  T h ird , the  
in fo rm a l  channels  a r e  m o re  f lex ib le , and  th is  v e ry  f lex ib il i ty  p ro v id es
an  opportun ity  fo r  m a n a g e r s  who rec o g n ize  the  ex is te n ce  of th e se
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channe ls  to  u t i l ize  th em .
In su m m a ry ,  any o r  a l l  of the  in te rven in g  v a r ia b le s  d is c u s se d  
m a y  in te rv e n e  to l im i t  the e ffec tiv en ess  of d e c is io n  p r o c e s s e s  in 
o rg an iza t io n .
IV. SUMMARY
In th is  c h ap te r ,  the  co m m u n ica tive  f r a m e  of r e f e r e n c e  has  been  
u t i l iz e d  in  an  e ffo rt  to  u n d e rs ta n d  se le c te d  fe a tu re s  of o rg an iz a t io n  
b e h a v io r .  The th re e  m a jo r  to p ic s  se le c te d  fo r  c o n s id e ra t io n  w e re :  
goal fo rm a tio n  and va lu e  o r ie n ta t io n ,  c o o rd in a te d  beh av io r ,  and  
d e c is io n  m ak ing .
O rgan iza tio n  goals  define the  o rg a n iz a t io n 's  r e a s o n  fo r  e x is te n c e .  
T h e re  i s  an  in tim a te  r e la t io n sh ip  betw een the  go a ls  and va lu e  s y s te m
of the o rg an iza tion  and so c ie ty .  O rgan iza tion  goa ls  m u s t  be 
le g i t im iz e d  by the so c ie ty  of w hich  i t  is  a  sy b sy s tem , and ju s t  a s  a 
so c ie ty  is  h igh ly  dynam ic, so  m u s t  be  the goa ls  of o rg an iz a t io n .  To 
u n d e rs ta n d  o rg an iza t io n  goa ls , i t  i s  n e c e s s a r y  to  u n d e rs ta n d  the 
p ro c e s s  of subgoal fo rm a tio n  and re in fo rc e m e n t  in an  o rg an iza tion . 
Subgoal fo rm a tio n  can  p a r t ia l ly  be  und ers to od  a s  developing f ro m : the  
e ffo rt  to ga in  cognitive  c o n s is ten c y ,  the d if fe ren t ia t io n  of com m uni­
ca tions  to v a r io u s  subun its  in  the o rg an iza tion , and f ina lly , the so c ia l  
p r e s s u r e  e x e r te d  in  in te ra c t io n  betw een  the  m e m b e r  and the  group . 
R e in fo rc em en t  of goals  is  a ch iev ed  through  s e le c t iv e  expo su re , s e ­
lec tiv e  p e rcep t io n , and s e le c t iv e  re te n tio n  of s t im u li ,  as  w ell as  
th rough  the  g ro u p 's  c o n tro l  of the content of co m m u n ica tio n  within the  
g roup .
S ev e ra l  f a c to r s  in te rv e n e  to c a u se  the often  o b se rv e d  dev ia tion  
of fo rm a l ly  p r e s c r ib e d  and a c tu a l ly  p u rsu e d  o rg an iz a t io n  g o a ls .  The 
goals  the  ind iv idual p u rs u e s  in  the  o rg an iz a t io n  m ay  d ev ia te  f ro m  
th o se  p r e s c r ib e d  fo r  s e v e ra l  r e a s o n s .  F i r s t ,  h is  c u l tu ra l  background  
p ro v id es  h is  co m m u n ica tive  f r a m e  of r e f e r e n c e  fo r  unders tand ing  
o rg an iza t io n  goa ls . Second, th e  p e rs o n a l  n eed s  of an  ind iv idual m a y  
lea d  to d is to r t io n  of h is  p e rc e p t io n  of th e se  g o a ls .  F in a lly ,  the 
p e r s o n 's  id en tif ica tion  with a  w o rk  g roup  which m ay  have  dev ian t 
subgoals  w ill  c a u se  h im  to  d isp la c e  o rg an iza tio n  g o a ls .
G roups a lso  dev ia te  f ro m  the fo rm a l ly  p r e s c r ib e d  o rg an iza t io n  
g o a ls .  The tendency  to  develop a  s e n se  of func tiona l au tonom y
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in te r f e r e s  with p u rsu i t  of the u l t im a te  end s . The la c k  of adeq ua te  go a l-  
o r ien ted  co m m unica tion  in the s y s te m  to p ro v id e  the  in fo rm a tio n a l  
b a s is  fo r subgoal fo rm a tio n  m a y  be dysfunc tiona l.  F in a lly ,  id e n t i f ic a ­
tions ou tside  the o rg an iza tio n  m a y  r e s u l t  in goal d isp la c e m e n t .
C oord inated  b eh av io r  is  th e  e s se n c e  of o rg an iz ed  a c t iv i ty .  It is  
ach ieved  th rough  the g e n e ra t io n  of a  sym bolic  s y s te m  of b e h av io ra l  
e x p ec ta tions . The defin ition  of the  ro le  s y s te m  in  the o rgan iza tion  
c r e a te s  both s t r u c tu r e  and a u th o r i ty  re la t io n s h ip s .  P o l ic ie s ,  
p ro c e d u re s ,  and m ethods a r e  sym bolic  b o u n d a rie s  c re a te d  to  fu r th e r  
a s s u r e  b e h av io ra l  u n ifo rm ity . The c re a t io n  of a  s t r u c tu r e d  s t im u lu s  
s itua tio n  is  h igh ly  im p o r ta n t  b e c a u se  i t  p ro v id es  a  b a s ic  guide to 
p e rc ep tio n  and m eaning  fo r  the o rg an iz a t io n a l  m e m b e r ;  fu r th e rm o r e ,  
i t  e n co u rag es  the  developm ent of p e r fo rm a n c e  p r o g r a m s ,  and th e se  
p ro g ra m s  can  fa c i l i ta te  co o rd in a ted  e ffo r t .
B ecau se  of dev ia tions  f ro m  fo rm a l iz e d  b e h a v io ra l  expec ta tions  
and com m unication , p ro b le m s , the  d e g re e  of c o o rd in a tio n  ach iev ed  by 
the  o rg an iz a t io n  i s  often l e s s  th an  d e s i r e d .  Indiv idual dev ia tion  can  
often be  a t t r ib u te d  to  la c k  of a  com m on f r a m e  of r e f e re n c e ,  p e rc e p tu a l  
d is to r t io n ,  im p ro p e r  co m m un ica tion  of expec ted  ro le  b eh av io r ,  and 
dysfunctional p ro g ra m m e d  r e s p o n s e s .  G roup  dev ia tion , on the  o th er  
hand, m ay  a r i s e  f ro m  inadequate  in te rg ro u p  co m m unica tion , develop­
m en t  of a  s e n se  of functional independence, the  e x is te n c e  of r iv a l r y  
and com petit ion  am ong g ro u p s , and, the  f a i lu re  of the g roup  to 
iden tify  with the o rg an iz a t io n  w hich  cons titu ted  i t .
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A n u m b er  of co m m u n ica tio n  p ro b le m s  a r i s e  to  p re v e n t  a  fully- 
co o rd in a ted  e ffo r t .  Som e of th e s e  p ro b le m s  a r e :  the tec h n ic a l  
language  u t il ized  by  d if fe ren t  g ro u p s  m ak e s  in te rg ro u p  com m un ica tion  
d ifficu lt;  the  c re a t io n  of s t r u c tu r e  n e c e s s a r y  fo r  coo rd in a tio n  often 
im p ed es  the  flow of com m unica tion , which is  a ls o  n e c e s s a r y  fo r  
coo rd ina tion ; and, f inally , the unin tended  cues con ta ined  in  m e s s a g e s  
to  o rg an iz a t io n a l  m e m b e r s  evoke unan tic ipa ted  conno ta tive  m ean ings  
to  th e s e  m e s s a g e s .
D ec is io n  m aking  is  one of the  m o s t  im p o r ta n t  and ty p ica l  k inds 
of o rg an iz a t io n a l  b e h av io r .  C om m unica tion  is  a b a s ic  v a r ia b le  in  the 
d e c is io n  p r o c e s s .  The need  fo r  d e c is io n  is  c r e a te d  by the  r e c e ip t  of 
som e type of co m m un ica tion . D isc o v er in g  and evaluating  a l te rn a t iv e s  
invo lves co m m u n ica tion  betw een  the  dec is io n  m a k e r  and  o th e rs  in h is  
en v iro n m en t.  F u r th e r m o r e ,  th e r e  is  an  im p o r ta n t  re la t io n sh ip  
be tw een  co m m u n ica tion  and the ind iv idual who w ill  be ins titu ting  
ch o ic e s  guiding the  b eh av io r  of o th e r  m e m b e r s  of the o rg an iza t io n . 
U sually , he  w ill be  a m e m b e r  who is  the  so u rc e  of v a lu ab le  in fo rm a ­
tion  fo r  the  r e m a in d e r  of the o rg an iza tio n , a  v i ta l  l ink  in  the 
co m m un ica tio n  ne tw ork , o r  a c o n tro l le r  of in fo rm a tio n  com m u n ica ted  
th rough  the n e tw o rk . L ik ew ise , both the  p re d e c is io n  and p o s td e c is io n  
b e h av io r  of the d e c is io n  m a k e r  is  e s s e n t ia l ly  co m m u n ica tiv e  b e h av io r .  
M uch of h is  p re d e c is io n  and p o s td e c is io n  behav io r  involves c o m ­
m u n ica tio n  - -  th a t  i s ,  s e le c t iv e  co m m u n ica tio n  - - t o  re d u c e  d i s s o ­
nance  and ach iev e  consonance  in h is  cogn itions .
S ev e ra l  com m  u n ic a t io n - re la te d  f a c to rs  in te rv e n e  to  l im i t  the 
in ten tiona lly  r a t io n a l  dec is ion  p r o c e s s  in an  o rg an iz a t io n .  F i r s t ,  
in fo rm a tio n  for d e c is io n  p r im a r i l y  co m es  up th rough  the  h ie r a rc h y  
and is  often highly  f i l t e r e d .  Second, due to co m m u n ica tive  incom pe­
tence , o r fa i lu re  to  reco g n ize  and em p h asize  the im p o r ta n c e  of 
com m unica ting  the  d ec is io n  to th e  su b o rd in a te s ,  the  t r a n s m is s io n  of 
the  a u th o r i ta t iv e  com m unica tion  is  im peded . F in a lly , a  f a i lu re  to 
r e c o g n ize  and u t i l iz e  the in fo rm a l  com m u n ica tion  ne tw ork s  l im its  the  
r e c e ip t  of both in fo rm a tiv e  and a u th o r i ta t iv e  com m u n ica tion .
CH A PTER  IV
UTILIZING COMMUNICATION IN CONTROLLING 
ORGANIZATION BEHAVIOR
Since c o n tro l  of o rg an iza tio n  b eh av io r  is  based  upon u n d e rs ta n d ­
ing th is  b eh av io r ,  C h a p te rs  III and IV a re  c lo se ly  r e l a te d .  F r o m  an  
o rg an iz a t io n  point of view, co n tro lled  beh av io r  is the  conscious 
following of p r e s c r ib e d  goa ls  by the  m e m b e r  in p e rfo rm in g  his f o r m a l ­
ly p re s c r ib e d  ro le s  and in reach ing  d e c is io n s .  T hus, c o n tro l  of b e ­
havior w ith in  the  o rg an iz a t io n  involves m ax im iz ing  the  p ro bab il i ty  
tha t  the p e r s o n 's  d e c is io n  m aking and ro le  p e r fo rm a n c e  is producing  
a  coord ina ted  g o a l-o r ie n te d  e ffo r t .  In  e s se n c e ,  c o n tro l  is concerned  
w ith obtaining d e s i r e d  b e h a v io r .
T h e re  a r e  m any  a sp e c ts  of con tro l;  however, the  p r im a r y  focus 
of the  p r e s e n t  a n a ly s is  is  the  ro le  of the  com m unica tion  v a r ia b le  in 
obtaining d e s i re d  b e h av io r  in s t ru c tu re d  o rg a n iz a t io n s .  T he po ten tia l  
im p o rtan c e  of com m un ica tion  in con tro lling  so c ia l  b e h av io r  is  e m p h a ­
s ized  by M o r r i s '  o b se rv a t io n ;
To effect the  s igns of ind iv idua ls  i s  to  bind them  by 
the  m o s t  pow erfu l chain  which m e n  have dev ised  o r  to 
p lace  in th e i r  hands th e  m o s t  pow erfu l of a ll  in s t ru m e n ts  
fo r  individual l ib e ra t io n  and s o c ia l  re c o n s t ru c t io n .
Soc ia l co n tro l  of ind iv iduals  th ro u g h  th e i r  s ign  p ro c e s s
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is inev itab le , and the  p o s s ib i l i t ie s  fo r  such  c o n tro l  w ill
b eco m e  even g r e a t e r  a s  the knowledge of signs and the
techn iq ues  of com m un ica tio n  develop . *
E sse n t ia l ly ,  co m m unica tion  functions to  f a c i l i ta te  c o n tro l  of the 
m e m b e r 's  b eh av io r  in two ways - - th ro u g h  co n tro l  of the  s i tu a t io n  and 
by influencing in ten tion s . T h ese  two f a c to r s  a r e  c o n s id e re d  in the 
th r e e  m a jo r  p a r t s  of th is  c h ap te r  w hich  a re :  in te r r e la te d n e s s  be tw een  
com m u n ica tion  and co n tro l ,  com m un ica tion  sy s te m s  and co n tro l ,  and 
finally , provid ing  fo r  con tro lled  change.
I. INTERRELATEDNESS BETW EEN  COMMUNICATION AND CONTROL
M an is  bo th  a  so c ia l  being and a b io lo g ica l  o rg a n is m . The c u l tu ra l  
an th ro p o lo g is t  and the  so c ia l  p sycho log is t ,  e sp ec ia l ly  the  schoo l of 
in te rp e r s o n a l  psychology, hypo thes ize  th a t  m a n 's  b e h av io r  is  p r im a r i ly  
a  p ro duc t of so c ia l iz a t io n  and is developed th rou gh  in te ra c t io n  with his
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e n v iro n m en t.  C om m un ica tion  is  v iew ed as  a  b a s ic  v a r ia b le  in the 
p ro c e s s  of so c ia l iz a t io n ,  and so c ia l  b e h a v io r  is  p e rc e iv e d  a s  e s s e n t i a l ­
ly co m m un ica tiv e  b e h a v io r .^
^•Charles W. M o r r i s ,  S igns, L anguage and B eh av io r  (New York: 
G eo rg e  B r a z i l l e r ,  I n c . , 1955), p .  244.
2
T a lco tt  P a r s o n s ,  "On th e  C oncep t of Influence, " P u b lic  Opinion 
Q u a r te r ly , XXVII (Spring , 1963), 42.
3
F o r  r e p r esen ta tiv e  w ork in the sch o o l of in terp erso n a l p s y ­
chology  s e e  H arry S u llivan , The In terp erso n a l T h eory  of P sy c h ia tr y  
(New  York: W. W. N orton  and C o . ,  I n c .,  l^$3), 3937
^A rnold M . R o se ,  (ed), H um an B eh av io r  and S o c ia l  P r o c e s s e s  
(Boston: Houghton M ifflin C o . ,  1^62), pp. 3-lF!
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In the  following d is c u s s io n  it is  a s su m e d  tha t  c o n tro l  is p rim arily- 
e x e rc is e d  th rou gh  the so c ia l  p r o c e s s e s  and is  gained sh o r t  of phy sica l  
fo r c e .  In addition, com m unica tion  is viewed a s  a b a s ic  v a r ia b le  in 
the  so c ia l  co n tro l  p r o c e s s .  As W iener a s s e r t s ,  "C on tro l,  in o th er  
w o rd s , is nothing but sending of m e s s a g e s  w hich  e ffec tive ly  change 
the  b e h av io r  of the  r e c ip ie n t . " ^  T he  following a sp e c ts  of th is  r e ­
la tionsh ip  a r e  exam ined  in the  succeed ing  d isc u ss io n :  foundation fo r  
con tro l ,  m ec h an ism  of co n tro l ,  and defin ition  of the s i tu a t io n .  
Founda tion  fo r  C o n tro l
Socia l o rgan iza tio ns  ga in  and m a in ta in  th e i r  ex is ten ce  th ro u g h  
co n tro l  of b e h a v io r .  L ikew ise , con tro lled  b eh av io r  is b a sed  upon 
the  e x is te n ce  of in te rn a l ize d  language sym bols  and v a lu e s .
In te rn a lize d  Language Sym bols
The n e c e s s a r y  ex is ten ce  of an in te rn a l iz e d  se t of sym bo ls  which 
have a  com m on m ean ing  o r  fo r  which a com m on  m eaning  can  be d e ­
r iv ed  is so  b a s ic  and obvious th a t  it  is  often igno red . H ow ever, t r y  
to im ag ine  a g o a l-o r ie n te d  so c ia l  b e h av io r  without a  language sy s te m . 
The c u l tu re  which le g i t im iz e s  the o rg a n iz a t io n 's  e x is ten ce  is  a  sign 
p r o c e s s . 1 ", . . C u ltu re  is la rg e ly  a  sign  configu ra tion  . . . m ain ly  
affected  by the t r a n s m is s io n  of s igns  f ro m  the  ex is ting  m e m b e rs  of 
the  so c ie ty  to the  young, o r to  th o se  who e n te r  the  so c ie ty  f ro m  
o th e r  s o c i e t i e s . " ^  C o n tro l  of ind iv iduals  in a  so c ia l  s i tu a t io n  is
5
N o rb e r t  W iener, H um an Use of Hum an B eings: C y b e rn e t ic s  
and Society  (Boston: Houghton M ifflin C o . , 1950), p .  ffT
^ M o rr is ,  og . c i t . ,  p . 207.
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m ade p o ss ib le  th ro u g h  the  in te rn a l iz a t io n  of th e se  s ig n s .  rMt is by- 
in s t i l l ing  in m e m b e rs  of c u l tu re  the  d es ig n a t io n s ,  a p p r a i s a l s ,  and 
p r e s c r ip t io n s  c h a r a c te r i s t i c  of the  c u l tu re  tha t  so c ie ty  g a in s  its  m a jo r  
c o n tro l  o v e r  the  ind iv idua l. 1,7
The v e ry  ex is te n ce  of a  so c ia l  s y s te m  is com ple te ly  dependent 
upon s ign  p r o c e s s e s .  "H um an so c ie ty  in  its  m o s t  c h a r a c te r i s t i c  
t r a i t s ,  like  the  developed hum an indiv idual, is dependent in i ts  n a tu re
Q
and fo r  i ts  continued e x is te n c e  upon s ig n s  . . . . " C om m un ica tiv e  
b e h av io r  is the  v e ry  e s se n c e  of so c ia l  b e h a v io r .  C onsequen tly , the 
in te rn a l iz a t io n  of language sy m b o ls  enabling effective  com m unica tion  
is n e c e s s a r y  fo r  hum an be ings  to  ga in  c o o r ie n ta t io n  tow ard  each  
o th e r ,  o th e r  o b jec ts ,  and p u rp o s e s .  S a p ir  and W horf hypo thes ize  a 
p e r s o n 's  language w ill,  to  an ex ten t,  d e te rm in e  what he th ink s , s e e s ,  
and the  v e ry  m ethods  th a t  he u se s  in his thought p r o c e s s e s . ^  T h e r e ­
fo re ,  th e  v e ry  e x is te n ce  of in te rn a l iz e d  sym b o l s y s te m s  c re a te s  the 
p o ss ib i l i ty  fo r  s ign if ican t  so c ia l  in fluence , thus , c o n tro l .
In te rn a l iz e d  v a lu e s
In the  p ro c e s s  of com m unica ting  w ith  o th e r  people  in his e n v iro n - '  
m en t, m an  not only l e a r n s  sy m b o ls ,  bu t he a lso  l e a r n s  the  va lues  the
7Ibid .
8Ibid.
^David K. B e r io ,  The P r o c e s s  of C om m unication : An In troduction  
to  T h eo ry  and P r a c t i c e  (JSiew Y ork: Holt, K in e h a r t  and W inston, I n c . ,
WOTy.'p: 4T.-----------
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m e m b e rs  of his c u l tu re  a s s o c ia te  w ith  th o se  sy m b o ls .  T h ese  va lues ,  
in tu rn ,  beco m e  b a s ic  b e h av io ra l  p r e m is e s  guiding th e  so c ia l  beh av io r  
of the  ind iv idual. T hey a re  m an ifes t  in so c ia l  sy s te m s  as c u l tu ra l  
n o rm s  and in s ti tu t io na lized  v a lu e s .  T hus, the  b e h av io r  of a  n o n ­
devian t m e m b e r  in a  so c ie ty  is  based  p r im a r i ly  upon two f a c t o r s - -  
the  b io log ica l  t r a i t s  of the individual and the  in te rn a l ize d  c u l tu ra l  
v a lu e s  and n o rm s  which a r e  ass igned  to  the sym bols  and d e riv ed  f ro m  
in te ra c t io n  and co m m unica tion  with the  ind iv idua l 's  en v iro n m en t.  The 
l a t t e r  d e te rm in a n t  of b e h a v io r  is the  b a s ic  one to unders tand ing  c o n ­
t r o l  in fo rm a l  o rg a n iz a t io n s .
Sym bols not only signify , but a ls o  con ta in  the va lue  s t r u c tu r e  fo r  
in d iv id u a ls .  C onsequently , v a lues  a r e  sy m bo lica lly  defined, and 
ind iv idua l beh av io r  can  be viewed as  com m un ica tive  o r  sym bolic  b e ­
h a v io r .  As such, the com m unica tion  v a r ia b le  is b a s ic  to a so c ie ty  
and the so c ia l  sy s te m s  in th a t  soc ie ty , a s  fo r  exam ple , fo rm a l  o rg a n ­
iza tion s  . ^
In te rn a l iz e d  ro le  s y s te m
The f ina l b a s ic  foundation  fo r  c o n tro l  of so c ia l  b eh av io r  is  m a n 's  
capab il i ty  and tendency  to  l e a r n  c lu s te r s  of sym bols along w ith th e i r
*®Rose, o]3. c i t . ,  p. 5.
^ R o b e r t  K. M erton , S o c ia l  T h eo ry  and Social S t ru c tu re  
(G lencoe, 111.; The F r e e  f’r e s s ,  pp. 132 - 13T!
12In  the  above a n a ly s is  a  soc ie ty  has b e en  view ed as  u n ita ry  
whole, how ever, any so c ie ty ,  th e r e  a r e  m any  su b sy s te m s  and s u b ­
c u l tu r e s .  C onsequen tly , it is  not em pi r i c a l ly  sound to  speak  of the  
va lue  sy s te m s  of a soc ie ty , r a th e r  it would be m o re  c o r r e c t  to  speak  
of the  v a lu e s  of a p a r t i c u la r  so c ia l  s y s te m  o r  su b c u ltu re  in a so c ie ty .
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r e la te d  v a lu e s ,  and to  evoke th e s e  sy m b o ls  in  a  p a r t i c u la r  s t im u lu s  
s i tu a tio n . T h e se  c lu s te r s  of sy m bo ls  a r e  called r o le  s y s te m s ,  and 
they  becom e  a  highly s ign if ican t  a s p e c t  of so c ia l  b e h av io r  in any s o c i e ­
ty . An exam ple  of su ch  a  c lu s te r  of m ea n in g s  and v a lu e s ,  a ro le ,  is 
the  sym bol, f a th e r .  R o le  behav io r  is  p a r t ic u la r ly  im p o r ta n t  b e c a u se  
it is  p re d ic ta b le  and to  so m e  ex ten t c o n tro l la b le .
In te rn a l iz e d  ro le s  a r e  of u tm os t s ign if ican ce  to  o rg an ized  b e h a v io r .  
B ecom ing  a  m e m b e r  of an o rg an iza t io n  involves in te rn a l iz a t io n  of 
sym bo l c lu s te r s  w hich define the  ro le  b e h a v io r .  In defining ro le  b e ­
hav io r  fo r  th e  o rg a n iz a t io n  m e m b e r ,  it m u s t  be r e m e m b e re d  th a t  his 
m otiva ting  v a lu e s  have b e en  lea rn ed  p r i m a r i l y  j.n th e  p a r t i c u la r  s u b ­
c u ltu re  of his e n v iro n m e n t .* ^  L ikew ise , th e  m ean ings a ss ig n e d  to 
the  ro le  d e sc r ip t io n  a r e  co n s is ten t  w ith  the  m e m b e r 's  p a r t ic u la r  
va lue  sy s te m . O rg an iza tio n a l  ro le s  a r e  l ik e ly  to be  a s su m e d  to the 
ex ten t they  can  be v iew ed as  sa t is fy in g  c u ltu ra l ly  defined v a lu e s  fo r  
the  m e m b e r ,  a s su m in g  the  b a s ic  b io lo g ica l  needs a r e  not a t  s ta k e .
In su m m a ry ,  in te rn a l iz a t io n  of p re d e te rm in e d  sym bo l s y s te m s ,  
and p r e s c r ip t io n  of t h e i r  a s so c ia te d  v a lu e s  is  the foundation  u n d e r ­
lying nonvio len t so c ia l  c o n tro l .
M echan ism  o_f C o n tro l
C om m un ica tio n  not only p ro v id es  a  b a s i s  for s o c ia l  c o n tro l  but 
is a  m a jo r  m e c h a n ism  in  the  p r o c e s s .  T he  a sp e c ts  of th is  r e la t io n -
13 R ose, o p . c i t . , p .  10.
*^R obert P r e s th u s ,  T he O rg a n iz a t io n a l  Society: An A n a ly s is  
and a  T h eo ry  (New Y ork: A lfred  A . Knopf, in c .) ,  196’Z7 p . 94.
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1
ship  co n s id e red  in the  succeed ing  d is c u s s io n  a r e :  s e le c t iv e  ex p osu re , 
rew ard in g  co m m unica tion , and, f ina lly , d is so n a n t  co m m u n ica tio n .
S e lec tiv e  E x p o su re
Se lec tive  ex p o su re  to  s t im u l i  is the  fund am en ta l  m eans  of gaining 
and m ain ta in ing  so c ia l  c o n tro l .  To the  ex ten t th e  co m m u n ica tion  to 
w hich one is exposed  can  be  co n tro lled , the  sym bo l sy s te m s  i n t e r ­
n a lized  and the  v a lu e s  a s so c ia te d  w ith  th em  can  be  influenced s ig n i f i ­
c an tly .  F o r  ex am ple , "T h ro ugh  i ts  c o n tro l  o v e r  what can b e  said  by 
school and p r in t  and f i lm  and s tage , so c ie ty  a t te m p ts  to  s e c u re  fo r  
i ts e l f  the  u l t im a te  c o n tro l  o v e r  the  s ign  p r o c e s s e s  of the individual, 
and in th is  way to  c o n tro l  i ts  indiv idual m e m b e r s  th ro ugh  th e  s igns 
w hich w ill  o p e ra te  in th e i r  b e h a v i o r . " ^  The p a r t i c u la r  ra m if ic a t io n s  
of th e s e  im p lica tio n s  a r e  f a r - r e a c h in g  and qu ite  p rofound . E ven if 
p a r t i c u la r  b e h a v io ra l  p r e s c r ip t io n s  do not accom pany  the c o m m u n i­
ca tion  to  w hich a  p e rs o n  is  exposed , " ,  . . the  m e r e  c o n tro l  over  
what in fo rm a tio n  is  m ade  av a ilab le  to  ind iv iduals  w ill go a  long way 
to w a rd s  d e te rm in in g  the  n a tu re  of th e i r  own a p p ra i s a ls  and p r e ­
sc r ip t io n s  and, hence, th e i r  b e h a v io r .
Not only is  the  s e le c t iv e  e x p o su re  to  com m un ica tion s  u til ized  
by the  l a r g e r  so c ie ty  in gaining and m ain ta in ing  so c ia l  co n tro l ,  but 
a lso  by the  v a r io u s  su b s y s te m s ,  including f o r m a l  o rg a n iz a t io n s .
The in te rn a l iz a t io n  of a  sym bolic  s y s te m  of expec ted  b e h av io r  in an
^ M o r r i s ,  oj>. c i t . ,  p . 208.
o rg an iza t io n , w hich  enab les  the  ind iv idual to  ach iev e  g o a l-o r ie n te d
b e h av io r ,  is b a sed  upon se le c t iv e  s t ru c tu r in g  of, and se le c t iv e  e x p o su re
to, m e s s a g e s .  S im on m u s t  have reco g n ized  th is  re la t io n sh ip  when he
d e sc r ib e d  an o rg an iz a t io n  a s  a  com plex  p a t te rn  of co m m un ica tio n  and 
17o th er  r e l a t io n s .  1 He am plified  th is  by  saying, "T h is  p a t te rn  p r o ­
v ides  to  eac h  m e m b e r  of the  g roup  m u ch  of the  in fo rm a tio n , a s -
18su m ptio ns , g oa ls , and a t t i tu d e s  th a t  go into his d e c is io n s  . . . . "
An o rg an iz a t io n  m e m b e r 's  b eh av io r  w ill be  b a se d  upon a  p a r t i c u la r  
se t  of sym bolic  expec ta tion s  he in te rn a l iz e s .  T h is ,  in tu rn ,  is s i g ­
n if ican tly  re la te d  to  the  in fo rm a tio n  to which the  indiv idual has b e en  
exposed . The q ues tio n  has been  r a i s e d ;  "Does m an  live  fo r  m onths 
o r y e a r s  in a p a r t i c u la r  pos it ion  in an o rg an iz a t io n  exposed  to  som e  
s t r e a m s  of com m un ica tion  sh ie lded  f ro m  o th e rs  without the  m o s t  p r o ­
found a ffec t upon what he knows, b e l ie v e s ,  a tten d s  to, hopes, w ish es ,  
e m p h a s iz e s ,  f e a r s ,  and p r o p o s e s ? " ^  The a n sw e r  to th is  q ues tion  is 
an em ph a tic  "N o !"  E sse n t ia l ly ,  the  in te rn a l iz e d  sym bol s y s te m s  
de riv ed  f ro m  th is  se le c t iv e  ex p o su re  to  p a r t i c u la r  in fo rm a tio n  w ill  p r o ­
vide his d e c is io n  p r e m is e s ,  thu s ,  c o n tro l  his b e h a v io r .
T h e re fo re ,  in the  n o rm a tiv e  se n se ,  the  o rg an iz a t io n  should be 
e x tre m e ly  consc ious  of the' in fo rm a tio n  to  w hich a  m e m b e r  is exposed .
17H e b e r t  A . Sim on, A d m in is t ra t iv e  B eh av io r ;  A Study of D e c is io n  
Making P r o c e s s  in A d m in is tra t iv e  O rg an iza tio n  (2nd. e d . ;  New Y ork:
The M acm illan  C o . , l$ 6l), p . xv i.
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E m p h a s is  should a lso  be p laced  upon identifying and p a r t ia l ly  p r e s c r i b ­
ing v a lu es  fo r  th e  in te rn a l iz e d  sym bo l s y s te m .  No m e m b e r  in the  
o rg a n iz a t io n  should have to  g u e ss  his expected  ro le  b e h av io r  n o r  the 
ends tow ard  w hich th is  ro le  b e h a v io r  is d i r e c te d .  "C o n tro l  ov e r  the
p e rc e p t io n  of conseq u en ces  is  one of the  c r i t i c a l  ty pes  of influence  
20
. . . . " C o m m u n ica tio n  re la te d  to  ro le s  and o b jec tiv e s  should be 
in ten s iv e , exp lic it ,  and f re q u e n t .  T h rou gh  se le c t iv e  e x p o su re ,  the  
o rg a n iz a t io n  can  s ta te  g o a ls  in su ch  a  way th a t  they  can be  m ade  m e a n ­
ingful to  each  m e m b e r .  In  e s s e n c e ,  d if fe ren t ia t io n  of co m m un ica tio n
is a pow erfu l m eans  of co n tro llin g  the  b e h av io r  even tua lly  p u rsu ed  by
21
the  o rg a n iz a t io n a l  m e m b e r .
R ew ard ing  C o m m u n ica tio n
R ew ard ing  co m m u n ica tion  m ay  be defined as  th a t  w hich r e a f ­
f i r m s  a m e m b e r 's  d e c i s io n - a c t io n - r e la te d  b e h av io r  o r  re c o g n iz e s  
excep tiona lly  good o rg a n iz a t io n a l  b e h a v io r .  T h is  could be  ju s t  a  s lap  
on th e  b a ck  a s s u r in g  th e  ind iv idua l his good w o rk  is reco g n ized ,  a  
f o r m a l  m e s s a g e  sen t  to  th e  ind iv idual, a  com m unique  sen t  th roughou t 
the  o rg an iz a t io n ,  o r  a  new s r e l e a s e  to  the  v a r io u s  m e d ia .  R ew ard ing
co m m un ica tio n  is  im p o r ta n t  in the  c o n tro l  p r o c e s s  fo r  s e v e r a l  
22
r e a s o n s .
R e in fo rc e s  D e s i re d  B e h a v io r . T he  p r o c e s s  of le a rn in g  o r g a n i ­
za tio n a lly  d e s i r e d  ro le  b e h a v io r  is a  dynam ic  one. R e w ard s  and
20
J a m e s  G . M a rc h  and H e rb e r t  A.  Som on, O rg a n iz a t io n s  (New 
Y ork: John  W iley and Sons, I n c . ,  1959), p. 58.
21
S up ra , pp . 9 4 -9 5 .
22
P ro v id e d  the  re w a rd in g  c o m m u n ica tio n  is d e s e rv e d .
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sanctions play an  im p o rtan t  p a r t  in le a rn in g  and se c u r in g  d e s i re d  b e -  
23
hav io r . "A t r i a l  re s p o n se  is re ta in e d  if the  o rg a n ism  p e rc e iv e s  the
consequences  to  be  re w a rd in g .  A t r i a l  re s p o n se  is d isc a rd e d  if the
24o rg an ism  does not p e rc e iv e  the consequences  to be  r e w a r d in g ."
T hus, by supplying s t im u l i  p e rc e iv e d  a s  being rew ard in g  to  the  m e m b e r ,  
in te rn a l iz a t io n  of d e s i r e d  r e s p o n s e s  is  enhanced. T his  is  a  highly i m ­
portan t p r o c e s s  in  teach ing  m e m b e rs  d e s i re d  ro le s ,  a s  w e ll  as in e s ­
tab lish ing  p e r fo rm a n c e  p ro g ra m s  in an  o rg an iz a t io n .  L ikew ise , it is  
an  im p o rtan t  m ea n s  of keeping th e  p e r fo rm a n c e  p ro g ra m s  and ro le  
d e sc r ip t io n s  d y n a m ic .  T hrough  the  ap p lica tio n  of re w a rd s  in r e s p o n s e
to p a r t ic u la r  s t im u li ,  the  ind iv iduals  can  be taught new re s p o n s e s  to
25old s t im u l i  o r  new re s p o n s e s  to  new s t im u l i .
Not only a r e  r e w a rd s  v i ta l  to  effective  a u th o r i ta t iv e  co m m u n i-
26cation, but a ls o  the  tim ing  of the  re w a rd  is highly im p o r ta n t .  A 
p e rso n  need s  to  be  ab le  to r e l a te  the  re s p o n s e  to the  r e w a rd .  C o n s e ­
quently , the  c lo s e r  the  iden tif ica tion  be tw een  the  re s p o n se  and the 
re w a rd ,  the  g r e a t e r  th e  p ro b ab il i ty  th a t  the re s p o n s e  w ill  be  i n t e r ­
na lized  and re p e a te d  upon th e  a p p lica t io n  of th e  sa m e  s e r i e s  of s t im u l i .
R e liev es  P o s t  D ec is ion  D is s o n a n c e . T he  phenom enon of post
27d ec is io n  anx ie ty  has a lre a d y  b e e n  d is c u s s e d .  By supplying re w a rd
A lb e r t  H. R u b e n s te in  and Chadw ick J .  H a b e rs t ro h ,  Som e 
T h e o r ie s  of O rg a n iz a t io n  (Homewood, 111.: T he  D o rse y  P r e s s ,  I960), 
p . 32S.
24
B e r io ,  jap. c i t . ,  p. 81.
25Ib id . ,  p . 77.
26
Ib id . ,  p. 89.
2^Supra, pp. 166 - 167.
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as soon  as p o ss ib le  a f te r  a c t io n -d e c is io n - r e la te d  b eh av io r , t h e  anxiety-
c re a te d  by a  d e c is io n  and the r e s u l ta n t  e ffo rt  to  re d u c e  it can b e
m in im ized .  T h e re fo re ,  the  n ega tiv e  e ffec ts  of s e le c t iv e  e x p o su re  to ,
and d is to r t io n  of, p o s td ec is io n  s t im u l i  can  be r e d u c e d .  If th i s  s e l f -
re in fo rc e m e n t  p ro c e s s  can  be m in im iz ed ,  g r e a t e r  f lexab ili ty  c an  be
ach ieved  in the  d e c is io n  m aking . E vents subsequen t to  the d e c is io n
m ay ind ica te  the  need fo r  r e v e r s in g  the  d ec is ion , y e t  th e  r e in fo rc e m e n t
ach ieved  th rou gh  ind iv idua l 's  e f fo r ts  to  r e l ie v e  the  p o s td e c is io n  d is s o -
2 8nance can m ake th e  r e v e r s a b i l i ty  of p r io r  d e c is io n s  d ifficu lt. By
provid ing  rew ard in g  com m un ica tio n  the o rg an iza t io n  c a n  r e l i e v e  p o s t -
d e c is io n  d isso n an ce  and, p o ss ib ly  a t  the  sa m e  t im e ,  m in im iz e  the
consequences of the  anx ie ty  red u c t io n .
C re a te s  P r e s t i g e . When th e  rew ard in g  com m unica tion  b e c o m e s
com m on knowledge of the  m e m b e r 's  a s s o c ia te s ,  to  th e  r e m a in d e r  of
the o rg an iz a t io n ,  o r  to th e  e x te rn a l  com m unity , it m a y  in c re a s e  the
29m e m b e r 's  p r e s t ig e  in the  v a r io u s  m il ieu .  T he  in c re a s e  in p e r s o n a l  
p re s t ig e  m ay lead  to  an  im p ro v e m e n t of the in d iv id u a l 's  s ta tu s  in the
re le v a n t  g ro u p s .  S ta tu s  is  used to  r e f e r  " . . . t o  the  s tim u li  a  m an
30p re s e n ts  to o th er  m en  (and to  h im se lf ) .  " S ta ted  o th e rw ise , s ta tu s
31r e f e r s  " ,  . . tovwhat m en  p e rc e iv e  about one of th e i r  fe llow s. "
2 8 t
Leon F e s t in g e r ,  A T h e o ry  of C ognitive  D isso nance  (E v an s to n ,  
111.: Row, P e t e r s o n  and C3o., l$f?7), pp. 7 1 -03 .
29
T his  w ill  be  t r u e  p rov ided  the p a r t i c u la r  rew ard ed  d e c is io n  
or b e h av io r  is c o n s is te n t  with th e  ob jec tives  of the  g ro u p  or su b g ro u p s  
in th e  o rg an iz a t io n  a n d /o r  com m unity .
30 G eorge  H om ans, Social B e h a v io r : I ts  E le m e n ta ry  F o r m s  (New 
York: H a rc o u r t ,  B ra c e  and W orld , I n c . , 1961), p . 14^.
31Ibid.
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T hus, th is  so c ia l ly  re w a rd in g  reco g n it io n  helps sa t is fy  so m e  of the
b a s ic  so c ia l  need s  of the in d iv id u a l- - th a t  is ,  so c ia l  rec o g n it io n  and
so c ia l  s ta tu s .  T h e re fo re ,  it is highly s ig n if ican t  in influencing and
con tro lling  p e r s o n a l  b e h a v io r .  In  fac t,  P r e s th u s  h y p o th es izes ,  b e c a u se
of the  changing n a tu re  of the  A m e r ic a n  so c ie ty  the  ach iev e m e n t of
s ta tu s  and the  sym b o ls  th e re o f  is  becom ing  m o re  b a s ic  in sa tis fy ing
the  in n e r  s t r iv in g s  of the  ind iv idua l. He a s s e r t s  th a t  the  s e l f - r e l ia n c e
of the  f ro n t ie r  p e rso n a l i ty ,  the c ra f t s m a n ,  and the r e la t iv e ly  sm a ll
e n t r e p re n e u r  has b een  d isp lac ed  by the e ffo r t  to gain  s ta tu s  in the  la rg e  
3 2o rg a n iz a t io n s .
T he o rg an iz a t io n  can  b enefit  in an o th e r  way by prov id ing  re w a rd in g -
s ta tu s - c r e a t in g  co m m u n ica tion  to  a d e se rv in g  m e m b e r .  An in fluence
p o ten tia l  is c re a te d  w ithin  the g roup  to  guide it tow ard  d e s i re d  b e h a v io r .
R e s e a r c h  s tu d ies  ind ica te  tha t  m e m b e r s  in it ia te  co m m un ica tion  m o re
33f re q u e n t ly  w ith the  h ig h -s ta tu s ,  m o s t  com pe ten t g roup m e m b e r .
B lau  r e p o r t s  in a  study m ade  of a  f e d e ra l  agency  th a t  the  m o s t  c o m p e ­
ten t  m e m b e r  o f,the  g roup  was consu lted  m o re  often, and his adv ice  
was th e  m o s t  sought a f te r  adv ice  by o th e r  g roup  m e m b e r s . ^  Thus, 
the  rew ard in g  com m u n ica tion  n o tif ie s  o th e r  g roup  m e m b e rs  about 
the  b e h av io r  d e s i r e d ,  and, at the  sam e  t im e ,  a m e c h a n ism  is p r o ­
vided by which the  d e s i r e d  beh av io r  m ay  be  taugh t by the  " p re s t ig o u s "  
m e m b e r .  ^
• ^ P r e s th u s ,  op. c i t . , pp. 36 - 39.
3 3 Ja y  M . Ja c k s o n  "T h e  O rg a n iz a t io n  and I t ' s  C o m m u n ica tio n  P r o ­
b le m s ,  " Advanced M anagem en t, XXIV ( F e b ru a r y ,  1959), 17 - 20.
^ H o m a n s , op. c i t . ,  pp. 361 - 362.
35 T his a s s u m e s  th a t  the  w o rk e r s  p lace  a  p os it ive  v a lu e  upon e x p e r t
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D isson an ce  -P ro d u c in g  C om m un ica tion
C o r re c t io n  of dev ia tions  f ro m  expected  b e h av io r  is dependen t upon 
in fo rm a tiv e  and a u th o r i ta t iv e  in fo rm a tio n  reach ing  the  s o u rc e s  who can 
c o r r e c t  th e m . F o r  the  c o r r e c t iv e  p ro c e s s  to  begin , th e r e  m u s t  be  
som e  m eans of de tec ting  the  d ev ia tio n s . A fte r  de tec tion , m e s s a g e s  
re la te d  to the d iv e rg e n ce  m u s t  be sen t to the p e rs o n  in a u th o r i ty  o v e r  
the  function . This m e s s a g e  s t im u li  a ro u s e s  d isso nance  in  the cogn i-
•j/
t iv e  m ec h an ism  of th e  ind iv idual. The c o m m u n ica tiv e -d e c is io n  
p ro c e s s  which follows is e s se n t ia l ly  the  sa m e  as  d e s c r ib e d  in C h a p te r  
III. 37
Thus, the  b a s ic  m ec h an ics  of th is  a s p e c t  of the  c o n tro l  p ro c e s s  is
th e 'th e c h a n ism  of c o r r e c t io n  th ro u g h  fe e d b a c k . ^8 H ow ever, it is
c o m ple te ly  dependent upon the  will of the  m e m b e rs  of the sy s te m , 
the  a ccep tan ce  of ro le s  and goals a s  guides to  b e h av io r ,  s y s te m s  of 
r e w a rd s  and sa n c t io n s ,  e tc .  C onsequently , any a t tem p t to  evaluate  
an  open loop c o n tro l  sy s te m  as  a  m e c h an ica l  and a u to m a tic  p ro c e s s  
o v e r lo o k s ,  p robab ly , th e  b a s ic  f a c to r s  in the  p ro c e s s -w h y  and how 
hum an b e ings  allow th e m se lv e s  to  be  co n tro l le d .  The l a t t e r  is the  
b a s ic  focus of the  d is c u s s io n  of so c ia l  c o n tro l  in th is  p a p e r .
knowledge and com p e ten ce , r a th e r  than  a  nega tive  v a lu e . If  a  negative  
v a lu e  is  p laced  upon the  ach iev e m e n t  of th is  m e m b e r ,  the  opposite  
conc lusions  could be  d raw n .
Of
F o r  a  d is c u s s io n  of the  dec is io n  p ro c e s s ,  s e e  S up ra , pp. 165 - 167.
37S u pra , pp. 147 - 167.
38
See Sup ra , pp. 119 - 120, 124 - 127.
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N e v e r th e le s s ,  the  h o m eo s ta t ic  p r o c e s s  w hereb y  an  o rg an iz a t io n  
m a in ta in s  i ts e l f  a s  a  co o rd ina ted  s y s te m  by  the  p ro c e s s  of c o r r e c t io n  
th ro u g h  feedb ack  is highly im p o r ta n t .  The a rg u m e n t  h e re  is th a t  th is  
m e c h a n ism  is a  n e c e s s a r y  but not su ff ic ien t  condition  fo r  gaining and 
m ain ta in ing  c o n tro l .  T he h o m eo s ta tic  m e c h a n ism  a s s u m e s  a n u m b e r  of 
g ivens which in  r e a l i ty  a r e  not g iven  but m u s t  be  d e v e lo p e d - - th a t  is , the  
e x is te n c e  of an  in te rn a l iz e d  sym bo l sy s te m  w hich  f a c i l i ta te s  e s t a b l i s h ­
ing com m on o b jec tiv e s  and ro le  s y s te m s .
In su m m a ry ,  re w a rd in g  and d is so n a n c e  p roducing  co m m un ica tio n  
u til ized  in conjunction  w ith s e le c t iv e  ex p o su re  a r e  e ffec tive  m e c h a ­
n ism s  of so c ia l  co n tro l .
D efin ition  of T h e  S ituation
An in d iv id u a l 's  de fin ition  of th e  s i tua tion , w hich  is  p rov ided  by his 
p e r s o n a l  f r a m e  of r e f e r e n c e ,  is th e  context in w hich  a l l  c o n tro l  r e la te d  
s t im u l i  m ust m ak e  th e i r  im p a c t .  ^  In the following d is c u s s io n  the  
dysfunc tiona l e ffec t  of f a ls e  defin itions  of the  s i tu a t io n  and th e  m o d i­
f ica tio n  of o n e 's  defin ition  a r e  c o n s id e re d .
T he  S e lf -F u lf i l l in g  P ro p h e sy
A th e o re m  which o r ig in a ted  in  th e  United S ta te s  w ith  W. I .  T hom as
p e rv a d e s  so c io lo g ica l  thinking and s e r v e s  a s  a  b a s i s  fo r  the s e l f -
fu lf il l ing  p ro p h esy  is ;  "If m en  define  s i tu a t io n s  a s  r e a l ,  th ey  a r e  r e a l
40in t h e i r  c o n s e q u e n c e s ."  This th e o re m  is highly c o n s is te n t  w ith
• ^ F o r  a  p r i o r  d is c u s s io n  of th e s e  concep ts  s e e  Sup ra , pp. 107 - 108.
M erton , 0£ . c i t . ,  p. 421.
co m m u n ica tiv e  theory ; th a t  is ,  people  do not n e c e s s a r i ly  re sp o n d  to  the 
ob jec tive  s i tua tion  but to  th e i r  p a r t i c u la r  defin ition  of it o r  to th e  m e a n ­
ing th a t  the  s i tua tion  has fo r  th e m . E s se n t ia l ly ,  th e  se lf -fu lf i l l in g  p r o ­
ph esy  is " . . .  a  fa ls e  defin ition  of the  s i tu a t io n  evoking a  new b eh av io r  
w hich  m ak es  the  o r ig in a l  f a l s e  conception  com e t r u e .  The spec ious
41v a lid i ty  of the  se lf -fu lf i l l in g  p ro p h esy  p e rp e tu a te s  a  re ig n  of e r r o r .  "
Many exam ples  of th e  se lf - fu lf i l l in g  p ro p h esy  in ac tio n  in so c ie ty  
could be g iven . F o r  exam ple , th e  fa te  of a  su c c e s s fu l  bank in a
A  A
com m unity  could be the  v ic t im  of a  se lf -fu lf i l l ing  p ro p h esy .  An 
ind iv idual in the  com m unity  m ay  define the  f in an c ia l  condition of a 
bank  as  be ing  shaky. A cting  acc o rd in g  to  th is  defin ition  of the s itua tion , 
he, a long w ith  his c lo s e s t  f r ie n d s  who have a ls o  accep ted  th is s i tu a t io n  
and th e i r  c lo s e s t  f r ie n d s ,  e t c . ,  go to  w ithdraw  th e i r  m oney f ro m  the 
ban k . If th is  defin ition  of the  s i tu a t io n  is w idely  accep ted  as  r e a l ,  
th en  the  a l te r e d  b eh av io r  of th e s e  indiv iduals  w ill m ake  it r e a l .  Thus 
a  sound f in an c ia l  in s t i tu t io n  is ru in ed  o r  p laced  in a  p re c a r io u s  f inanc ia l  
condition . A ccord ing  to  th e  se lf -fu lf i l l in g  p ro p h esy ,  the indiv iduals  
defined a  s i tua tio n  as  being  r e a l ,  and acting  on th is  definition, th e i r  
a l t e r e d  b e h a v io r  m ade it r e a l  in con seq u en ce . As a  m a t te r  of 
ob jec tiv e  r e a l i ty ,  the b ank  was co m ple te ly  liquid and sound. Now the  
ind iv iduals  can  cite  the  b a n k 's  f a i lu r e  as  ev idence  tha t  th e i r  de fin ition  
of the  s i tu a t io n  was c o r r e c t .
A nother exam ple  of the  se lf -fu lf i l l in g  p ro p h esy  in ac tio n  is the  
ind iv idual who has p re d e te rm in e d  th a t  he w ill fa i l  an  exam ina tio n . As
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a  r e s u l t  of th is  de fin ition  of the  s itua tion , he spends m o r e  t im e  w o r r y ­
ing than  studying o r  spends no t im e  s tudy ing . He th en  tak es  the  ex am -
43ination  and fa i ls  i t .  His defin ition  has b eco m e  re a l  in c o n seq u e n ce .
An exam ple  of the se lf-fu lf i l l in g  p ro p h esy  at w ork  in an o rg a n iz a t io n  
could be the re la t io n sh ip  be tw een  the  s u c c e s s  of a s u p e r io r  and a  defi­
n ition  of the  s i tua tio n  by the  su b o rd in a te s .  F o r  ex am ple , the s u p e r io r ' s  
key  subo rd in a te  m ay  decide  th a t  the o rg an iz a t io n a l  unit can n e v e r  be a 
s u c c e s s  w ith  th is  p a r t i c u la r  s u p e r io r .  A cting on the b a s i s  of h is 
de fin ition  of the s i tua tion , he fa i ls  to  su p p o rt  his s u p e r io r ,  and, his 
ac t io n s  underm in e  the  s u p e r io r 's  chances  of s u c c e s s .  C onsequently , 
th e  o rg an iz a t io n a l  unit is  not e ffec tiv e . T he  su b o rd in a te  then m a y  be 
o v e rh e a rd  to  say, "I to ld  you we could not b e  su c c e ss fu l  under th i s  
m a n 's  l e a d e r s h ip . "
This b r i e f  d is c u s s io n  of the  se lf -fu lf i l l in g  p rop hesy  should ind ica te  
th e  profound ra m if ic a t io n s  th a t  th is  type  th inking can have on c o n tro l  
of o rg an iza tio n a l  b e h a v io r .  To have g o a l-d i re c te d  b e h a v io r ,  w h ich  
is  con tro lled  b eh av io r  in an o rgan iza tion , the  v icious c i r c le  of th e  
se lf -fu lf i l l in g  p ro p h esy  m ust be  spotted  and e lim in a te d .  To b r e a k  the 
v ic io u s  cycle , "T he  in it ia l  de fin ition  of the  s i tua tio n  w hich  has s e t  
th e  c i r c le  in m otion , m u s t  be  a b a n d o n e d . " ^  A ctually , m uch of th e  
c o n tro l  e ffo r t  in an  o rg an iz a t io n  should be devoted to  d isc o v e r in g  
su c h  se lf - fu lf i l l in g  p ro p h e s ie s  and m odifying defin itions of s i tu a tio n s  
upon w hich th e s e  a r e  b a s e d .  T h is  e ffo r t  is  th e  sub jec t  of the fo l lo w ­
ing d isc u ss io n .
43lb id . ,  p . 423.
44Ib id .,  p. 424.
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Modifying D efinitions
The n e c e s s i ty  of an e ffo rt  to  in te rn a l iz e  an  o rg a n iz a t io n a l  f r a m e  
of r e f e re n c e  has been  e m p h as ized  s e v e r a l  t im e s  in the  p reced in g  
d i s c u s s i o n . ^  Although th e  c u l tu ra l  n o rm s  and in s t i tu t io n a l iz ed  v a lu e s  
m ake  p o ss ib le  the e x is te n ce  and functioning of an  o rg an iza t io n , ^  
th ey  a r e  not suffic ien t. A coord ina ted  g o a l-d i r e c te d  e ffo rt  r e q u i r e s  
ind iv idua ls  who define th e  group s i tu a tio n  s im i ia r i ly .  T h is  co n sen su s  
r e q u i r e s  in te rn a l iza t io n  of ro le  and goal sy s te m s  w hich  should be 
c om m un ica ted  f ro m  a  so u rc e  l e a s t  l ike ly  to  be  su b je c t  to d is to r te d  
p e rc e p t io n .  It will involve a co n ce r ted  e ffo r t  on the  p a r t  of the  o rg a n ­
iza tion , beginning with th e  induction p ro c e s s  of a  new m e m b e r  and 
continuing c e a s e le s s ly  u n t i l  he r e t i r e s  o r  t e r m in a t e s .
W hile th e  p e rso n  can  fo rm  a  d is to r te d  view of the  s i tu a t io n  even 
in the  p re s e n c e  of c o r r e c t iv e  s t im u li ,  it  is  m uch  m o re  d iff icu lt .  F o r  
ex am p le , continuous ex p o su re  to  in fo rm a tio n  em p hasiz ing  the  in d i­
v id u a l 's  con tr ibu tion  to  th e  o rg an iz a t io n  and v ice  v e r s a ,  the  o r g a n i ­
z a t io n 's  con tr ibu tio n  to th e  indiv idual in sa t is fy in g  his indiv idual and 
p e r s o n a l  o b jec tiv e s ,  could co u n te rac t ,  fo r  m o s t  m e m b e r s ,  the  t e n ­
dency  to  develop  negative  a t t i tu d e s .  F o r  exam ple , su c h  p re v a le n t  
a t t i tu d e s  a s  the  idea th a t  the  o rg a n iz a t io n  is not con ce rn ed  about the 
ind iv idua l o r  group, and is  not fu lfill ing  needs  o r  p rov id ing  an  
opportun ity  to  sa t is fy  th e s e  n e e d s ,  can be  m od ified .
S o m e tim es  in an o rg a n iz a t io n  an  e n t i r e  g roup  m ay  have a  d is to r te d  
de fin ition  of the  s itu a tion . T hat is ,  they  a r e  capab le  of m ain ta in ing
45F o r  exam ple , see  S u p ra , pp. 102 - 108.
^ F o r  exam ple , the  in s t i tu t io n a l iz a t io n  of au th o r i ty .
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opinions and b e lie fs  in the  fac e  of continual de fin ite  ev idence  to th e  con- 
47t r a r y .  When th is  o c c u rs ,  the  p ro c e s s  of c o r re c t io n  th ro ugh  f e e d ­
back , which would be o p e ra t iv e  in a  non pathologic  group does not 
function  p ro p e r ly .  E ach  m e m b e r 's  p e rc ep tio n  and defin ition  of th e  
s itua tio n  r e in fo rc e s  the  o th e r s .  C onsequently , th e re  is a  m agnifying 
effect. U nder such  c i r c u m s ta n c e s  the  o rg an iz a t io n  is faced  with a  
m a s s iv e  re e d u ca t io n  e ffo rt  fo r  the  group, o r  w ith  disbanding it.^®
In su m m a ry ,  com m un ica tio n  has been  p ic tu red  as being  in tim ate ly  
re la te d  to cd n tro l .  An in te rn a l iz e d  language s y s te m  p ro v id es  the  
b a s is  fo r  c o n tro l .  S e lec tiv e  u se  of the com m unica tion  v a r ia b le  is 
an im p o rtan t  m ech an ism  fo r  con tro lling  b e h av io r  and provid ing  th e  
defin ition  of the s itua tion  w hich  s e r v e s  as the f ra m e w o rk  in which co n ­
t r o l  is e x e rc is e d .
II . THE COMMUNICATION SYSTEM AND CONTROL
To be m o re  exact, the  above t i t le  should be  com m unica tion  sy s te m s  
b e c a u se  a l l  b a s ic  sy s te m s  a r e  r e le v a n t  in an o rg an iza tion , including the 
in tr a p e r s o n a l ,  in te rp e r s o n a l  and m u lt ip e rso n  s y s t e m s . H ow ever, the 
m u lt ip e rs o n  sy s te m  is  b a s ic  to  the  p re s e n t  a n a ly s is .  N e v e r th e le s s ,  the 
th e o re t ic a l  fo rm u la tio n s  developed fo r  the in te rp e r s o n a l  sy s te m  a r e  
app licab le  to  m u lt ip e rso n  ones, b e c a u se  a l l  co m m un ica tio n  betw een  
p e rs o n s  is e s se n t ia l ly  in te r p e r s o n a l  com m unica tion .
^ F e s t i n g e r ,  o j d . c i t . , p. 198.
^®An exam ple  of an e n t i re  so c ie ty  fo rm ing  a  d is to r te d  defin ition  of 
the  s itu a tion  would be  the  G e rm a n  soc ie ty  under H it le r  and the I ta l ia n  
so c ie ty  und er  M u sso lin i.
/
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A m u lt ip e rso n  s y s te m  has s e v e ra l  d is t in c t  c h a r a c t e r i s t i c s .  F i r s t ,  1
it often  involves one s o u rc e  encoding m e s s a g e s  to  m any r e c e i v e r s .  T hus,
m e s s a g e s  p r im a r i ly  flow one way f ro m  the  c e n te r  to  the  p e r ip h e ry  w ith
4 9sp ec ia lized  t r a n s m i t t e r s  and r e c e i v e r s .  Second, it invo lves the c o m ­
m unica tion  f ro m  the p e r ip h e r y  to the  cent e r ,  th a t  is ,  "m an y  to  one. "
T h is  n e c e s s i t a te s ,  " P r o g r e s s iv e  a b s t r a c t io n  of m e s s a g e s  . . . .  b e c a u se  
of the  l im ited  capacity  of the  r e c e iv e r .  F in a l ly ,  in m u lt ip e rs o n
I
s y s te m s ,  the  opportun ity  fo r  t ra n s m i t t in g  and re c e iv in g  is  unequally ..d ivi­
ded am ong th e  p a r t i c i p a n t s . ^
C O
C om m unication  s y s te m s  and c o n tro l  a r e  in ex tr ic a b ly  r e la te d .
T hey  a r e  in te rac ting  v a r i a b l e s .  In the  following d is c u s s io n ,  th e  n a tu re  
and im p o r tan c e  of co m m u n ica tio n  n e tw o rk s  and u t i l iz a tio n  of th e s e  n e t ­
w orks in the  con tro l p r o c e s s  a r e  c o n s id e re d .
Im p o rta n ce  of C om m un ica tion  N e tw o rk s 
F o r m a l  v e r s u s  In fo rm a l  N ets
Sim ply defined, a  co m m u n ica tio n  n e tw o rk  is th e  u su a l  pa th  that 
m e s s a g e s  follow as th e y  a r e  t r a n s m i t te d  th roughou t the  o rg a n iz a t io n .
The e n t i re  com m un ica tion  s y s te m  in the  o rg a n iz a t io n  could be  c o n ­
s id e re d  as a  ne tw ork  w ith  a  s e r i e s  of b ra n c h e s ;  o r ,  on the  o th e r  hand,
^ J u r g e n  R uesch  and G re g o ry  B a teso n , C o m m u n ic a t io n : T he S o c ia l  
M a tr ix  of P s y c h ia t ry  (New Y ork: W. W. N o rto n  and C o . , I n c . ,  19^1), 
p. i f t l .
50
Ib id .
51Ib id . ,  p . 280.
^ W i e n e r ,  o£. e f t . ,  pp. 8 - 9 .
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it could be  v iew ed as  a  s e r i e s  of in te r r e la te d ,  in te r tw ined  n e tw o rk s .  In 
the  p re s e n t  a n a ly s is ,  the  fo rm a l ly  p r e s c r ib e d  pa ths  tha t  com m unica tion  
is  to  follow in o rg an iza t io n  a r e  desig na ted  the fo rm a l  co m m unica tion  n e t ­
w ork . A ll o th e r  paths a r e  c o n s id e re d  in fo rm a l n e tw o rk s .  T h e re fo re ,  
w he th er  a  n e tw o rk  is o rg an iz a t io n a l ly  p re s c r ib e d  o r  developed by m e m ­
b e r s  th ro u g h  in te rac t io n ,  is  the  p r im a r y  d is t in c t io n  m ade  betw een f o r ­
m a l  and in fo rm a l  n e tw o rk s .
The linking p ro c e s s  is the b a s ic  function  p e r fo rm e d  by the  fo rm a l  
53ne tw o rk . It  can  ac tua lly  be v isu a l iz e d  " . . .  a s  a  sy s te m  of 
d e c is io n  c e n te r s ,  in te rco n n ec ted  by co m m un ica tio n  c h a n n e ls . "^4 T hus, 
the  n e tw o rk  supposed ly  links ind iv iduals  and g ro u p s  to g e th e r  in a  p r e ­
d e te rm in e d  p a t te rn  in the  o rg a n iz a t io n .  T h e re fo re ,  the fo rm a l  ne tw ork  
p ro v id es  the  channel th ro u g h  w hich a u th o r i ta t iv e  and in fo rm a tive  
com m u n ica tions  can flow f ro m  s o u rc e s  of au th o r i ty ,  and v ice  v e r s a .
While the  fo rm a l  n e tw o rks  a r e  b u il t  a round the  a u th o r i ty  p o s it io n s , 
in fo rm a l com m u n ica tions  s y s te m s  a r e  bu ilt  a round  so c ia l  r e l a t io n ­
sh ip s .  T he fo rm a t io n  of th e s e  in fo rm a l  ne ts  is in ev i tab le .  "No m a t te r  
how e la b o ra te  a  sy s te m  of fo r m a l  com m un ica tions  is se t  up in the 
o rg an iza t io n , th is  sy s te m  w ill a lw ays be  supp lem en ted  by  in fo rm a l
E C
c h a n n e ls . "  3 Although in fo rm a l ne tw ork s  a r e  " . . .  a  v eh ic le  fo r
53 W illiam  G. Scott, Hum an R e la tio ns  in M anagem ent: A, B e ­
h a v io ra l  S c ien ce  A pproach  (Hom ewood, 111.: R ic h a rd  D . Irw in , I n c . ,  
1962)', p .T ¥ T ;  ---------
54lb id . ,  p. 184.
55Sim on, b£. c i t . , p. 160.
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56ach iev ing  s a t is fa c t io n  of e m p lo y ee s ' p e r s o n a l  o b jec tiv e s ,  " th ey  a r e  
not n e c e s s a r i ly  d e t r im e n ta l  to  th e  o rg an iz a t io n .  S o m e tim es  th ey
c n
im p ro v e  speed and a c c u ra c y  of t r a n s m is s io n ,  m ed ia te  conflic t b e -
C O
tw een  th e  individual and the fo rm a l  o rg an iza t io n , and function  to
59sup po rt  and m ed ia te  the w e ak n e sse s  in the  fo r m a l  ne tw o rk .
T hus, bo th  the  fo rm a l  in d  in fo rm a l n e tw o rk s  a re  v i ta l  linking 
m ec h an ism s  and the  m eans by which in fo rm a tio n  n e c e s s a r y  fo r  co n tro l  
p u rp o se s  is transmitted.^*®
L im iting  F a c to r  To G row th  of O rg an iza tio n s
In c re a s in g  the s iz e  of an o rg an iza t io n  in c r e a s e s  th e  need f o r  c o m ­
m unica tion  m o re  th an  p rop o rtio n a te ly ;  " . . .  a s  o rg an iza t io n s  grow , 
the  need for in fo rm a tio n  in c r e a s e s  a t a  d isp o rp o r t io n a te  r a t e . " ^ *
H a ire  b e l ie v e s  the g row th  of an  o rg an iz a t io n  in c r e a s e s  the  b u rd e n  of 
co n tro l  and coord ina tion , bo th  of which r e ly  upon the com m un ica tion
S^Scott, p p  ̂ c i t . ,  p . 190.
57I b i d . , p . 191.
C O
C h ris  A r g r y i s ,  P e r s o n a l i ty  and O rgan ization : T he C onflic t B e ­
tw een  S ys tem  and the  Indiv idual (New Y ork: H a rp e r  and B ro th e r s ,
I n c . , 1957), p. 230.
®^A. F .  M . Sykes and J a m e s  B a te s ,  "Study of C onflic t B etw een  
F o r m a l  Com pany P o l ic y  and In fo rm a l G ro u p s , " The S oc ia l  Review  
News S e r i e s , X (N ovem ber, 1962), 320-326.
^®Henceforth in the  d is c u s s io n  "n e tw o rk "  w ill  be used  to  signify  
the  fo rm a l  n e tw o rk  and when th e  in fo rm a l n e tw o rk  in being  spoken  of, 
it will be  identified a s  such .
^ S c o t t ,  op. c i t . , p . 166.
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v a r i a b le .  ^  He a s s e r t s  the in c re a s in g  com plex ity  of the  co n tro l  fu n c ­
t io n  a r i s e s  b e c a u se ,  "As the  o rg a n iz a t io n  g ro w s , the  fo rc e  that se e m s  
l ik e s t  to  d e s tro y  i t  is a  c e n t r i f ic a l  fo rc e  a r is in g  f ro m  the  fac t th a t  the  
m e m b e r s  o r  indiv iduals  tend to  fly  off on tangen ts  to w a rd s  th e i r  own 
g o a ls .
The usua l way of handling th e  in c re a s e  in the  bu lk  of com m unica tion  
needed  in the ne tw ork , has been  to expand the  capac ity , th a t  is , to add 
m o re  peop le . ^  F o r  exam ple , H a ire  r e p o r t s  in his study that while 
th e  l ine  p e rso n n e l  doubled, the  staff  p e rs o n n e l  in c re a s e d  by s ix .  ^
T he s ta ff  c o n s is ts  of c le rk s  and o th e rs  who a r e  engaged la rg e ly  in 
th e  com m un ica tio n  functions of th e  o rg a n iz a t io n - th a t  is ,  d isco v erin g , 
d is im in a tin g ,  p ro c e s s in g  and a s s im ila t in g  in fo rm a tio n -a l l  of which 
c o n tr ib u te  to  the in c re a s in g ly  d iff icu lt c o n tro l  and coord ina ting  fu n c tion s .
At som e point in its g row th , g iven  the ne tw o rk s  and com m unica tion  
s y s te m , d im in ish ing  r e tu r n s  w ill  be rea ch e d  by s im p ly  adding m o re  
people  to  the com m unica tion  function . This point r e p r e s e n ts  a l im it  
to  the  g row th  of an  o r g a n i z a t i o n . ^  S ta ted  o th e rw ise ,  "C om m un ica tio n  
channe ls  in a  n e tw o rk  w ill  be added o r  the  cap ac ity  of ex is ting  channels  
in c re a s e d  to the poin t w here  the  in c re m e n ta l  c o s t  of su ch  additional 
c ap a c i ty  expansions is equal to  the  v a lu e s  of the  in c re m e n ta l  add ition
62 M ason H a i re ,  "B io log ica l M odels and Im p e r ic a l  H is to r ie s  of th e  
G ro w th  of O rg an iza t io n s ,  " M odern  O rg a n iz a t io n  T h e o ry : A Sym posium  
of the  Founda tion  fo r  R e s e a r c h  on Ktuman B eh av io r ,  M ason  B a ire ,  
e d i to r !  (New V ork: John  W iley and Sons, I n c . ,  1^59), pp. 272 - 305.
63 Ib id . ,  p. 302.
^ S c o t t ,  og. c i t . , p .  167.'
^ H a i r e ,  p p . c i t . , p . 298.
^ S c o t t ,  lo c .  c i t .
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1
£>7to  the  bulk o£ in fo rm ation  c a r r i e d  in the  s y s t e m ."  At th is  point, 
g r e a t e r  s ize  can  be  econom ica lly  ach ieved  only th ro u g h  im prov ing  the 
in fo rm a tion  handling sy s te m  in the  o rgan iza tion , tha t is ,  im prov ing  
the  n e tw orks , the t ra n s m it t in g  tech n iq u es , e tc .  T his im p ro v em en t 
n e c e s s a r i ly  involves techno log ica l  p r o g re s s ,  am ong o th e r  th in g s .
D ire c ts  Flow of In fo rm ation
The d irec ted  flow of in fo rm a tio n  in the  sy s te m  is highly im p o r tan t .  
F o r  exam ple , the p rev io us  d isc u ss io n  has ind icated  th a t  d i re c te d  s t im u ­
li  in c re a s e s  a u th o r i ty  potential^*® and pow er p o t e n t i a l ^  in i t ia te s  the
7 0d e c is io n  m aking p ro c e s s ,  e tc .  Consequently , the  d ire c te d  flow of
com m unica tion  is b a s ic  to the c o n tro l  p r o c e s s .  F o r  exam ple , M arch
and Sim on p e rc e iv e  the  co n tro l  p ro c e s s  a s  e s se n t ia l ly  the  d ire c te d  flow
of in fo rm a tio n . " In fo rm a tion  and s t im u li  m ove f ro m  s o u rc e s  to  points
of decis ion ; in s t ru c t io n s  m ove f ro m  points of d e c is io n  to  points of
action ; in fo rm ation  about r e s u l t s  m oves f ro m  points of ac tion  to  points
71of d e c is io n  and c o n tro l .  "
The ex is tence  of the p re d e te rm in e d  ne tw ork  m akes  p o ss ib le  the 
sy s te m a t ic  and rou tin e  t r a n s m is s io n  of m e s s a g e s  in a l l  d i re c t io n s  in 
o rgan iza tion , e sp ec ia l ly  in the two m o s t  im p o rtan t  ones, upward and 
dow nw ard. The lack  of c le a r  cut c h a n n e ls - - th a t  is; an effective  n e t ­
w o rk - -d e la y s  the av a ilab ili ty  of adequate  in fo rm a tio n  in the  sy s te m  
and consequently , p rev e n ts  effective  coord ina tion  and co n tro l .  H ow ever,
67Ibid. 68S u p ra , pp. 115 - 117, 161 - 164.
^Supra, pp. 159 - 161, 163 - 164. ^ S u p r a , pp. 16 1 - 164.
71A M arch  and Simon, op. c i t . ,  p . 176.
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not a l l  co m m unica tion  channe ls  a r e  d e l ib e ra te ly  p lann ed . As a  m a t t e r
7 2of fac t ,  they, in p a r t ,  develop  out of u sa g e .  N e v e r th e le s s ,  once 
developed they  a r e  d e l ib e ra te ly  and co n sc io u s ly  used to  d i r e c t  s t im u l i  
to  d e s i r e d  r e c e i v e r s ,  w hich  is co m ple te ly  e s s e n t ia l  to  in s titu ting  the 
p r o c e s s  of c o r r e c t io n  th rou gh  feedback .
D esigning and U tiliz ing N etw orks  in the  C o n tro l  P r o c e s s
In fo rm a tio n  in the s y s te m  is the  lifeblood of an  o rg a n iz a t io n .  The 
ne tw orks  p rov ide  the  m ean s  by w hich  th is  in fo rm a tio n  is  b roug h t to  its 
v a r io u s  o rg a n s .  S e v e ra l  f a c to r s  in design ing  and u til iz ing  th e s e  
v e s s e l s  which can  in c re a s e  th e i r  e ffe c t iv en e ss  a r e :  connecting  th em  
to  in fo rm a l n e tw o rk s ,  m aking  th em  co in c id en ta l  w ith  f o r m a l  a u th o r i ty  
s y s te m s ,  and a s s u r in g  t h e i r  adeq ua tecy  fo r  the  o rg a n iz a t io n 's  need .
■ f
T hese  f a c to r s  a r e  now c o n s id e re d  in m o re  d e ta i l .
C onnected  to In fo rm a l N ets
The developm ent of in fo rm a l  n e tw o rks  in an o rg an iz a t io n  is  in e v ­
itab le .  If p ro p e r ly  unders tood  and u til ized , th e s e  in fo rm a l  n e tw ork s  
and the  re la te d  g roups cons titu t ing  th em  can  e ffec tive ly  advance  the  
in te r e s t  of the  o rg a n iz a t io n .  F o r  ex am ple , in fo rm a l  g ro u p s  can  be
highly effective  in s t ru m e n ts  fo r  t r a n s la t in g ,  in te rp re t in g ,  and su p p o r t -
7 3ing the  l a r g e r  g o a ls  and p r a c t i c e s .  "T he effic iency  of a  l a r g e  fo rm a l  
o rg an iza tio n  is s izeab ly  enhanced  when its  own chain  of com m and o r
73̂ C h e s te r  I .  B a rn a rd ,  The F u n c t io n s  of the  E xecu tive  (C am b rid g e , 
H a rv a rd  U n iv e rs i ty  P r e s s ,  1956), p.  123.
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d e c is io n  or co m m un ica tio n  is t ie d  into th e  in fo rm a l n e tw o rk  of g roups
w ith in  the  o rg an iza t io n , so th a t  the  n e tw o rk  can be used  to  su p p o r t  the
74o rg a n iz a t io n 's  g o a l s . "
In fo rm a l  ne ts  a r e  often m o re  p e rv a s iv e  than  the  o rg an iz a t io n a l
75n e ts  and ac t w ith  g r e a t e r  speed and m o re  f lex ib il i ty . It is  im p o rtan t  
to re c o g n iz e  th a t  in fo rm a l  n e ts  have channels  running th roughou t the 
o rg an iz a t io n  which a r e  involved in t ra n s m i t t in g  a l l  k inds of m e s s a g e s .  
Often, b e c a u se  of la c k  of adequate  in fo rm a tio n , m e s s a g e s  t r a n s m i t te d  
m ay  be ru m o r  r a th e r  than  fa c t .  The o rg an iza t io n  has an  opportun ity  to 
influence  the in fo rm a tio n  c a r r ie d  th ro u g h  th e s e  n e tw o rks  by supplying 
in fo rm a tio n  to  them , th u s ,  l im itin g  dysfunc tiona l ru m o r  t r a n s m is s io n .
The following exam ple  is used  to  i l l u s t r a te  how in fo rm a tio n  t r a n s ­
m itted  th ro u g h  the in fo rm a l  ne tw ork  can dysfunc tiona lly  a ffec t o rg a n i ­
za tio n  b e h a v io r .  The Apex C o rp o ra t io n ,  in an tic ipa tion  of an  in c re a s in g  
dem and fo r  i ts  p roduct, decided to  e s ta b l is h  ano the r  p lan t  in a  n e ig h b o r ­
ing s ta te .  Only a  few of the top ex ecu tiv es  in the com pany w e re  a p p r is e d  
of th is  deve lo pm en t.  T hey w ere  to ld  the  new loca tion  would give the 
com pany  an opportun ity  to  p ro m o te  m any people in the  p re s e n t  p lant to 
h ig her  po s it ion s  in the  two lo c a t io n s .  When the fa c i l i ty  was com ple ted , 
the  com pany planned to  in fo rm  the  o th e r  em p loyees  and o ffe r  h igher 
po s it ion s  to  a  n u m b er  of th e m . I t  w as an tic ipa ted  th is  would be  a  highly 
p le a sa n t  s u r p r i s e  fo r  the  m e m b e rs  of th e i r  com pany. H ow ever, in the
74B e rn a rd  B e re ls o n  and G a ry  A . S te in e r ,  Human B e h a v io r : An 
Inven to ry  of Sc ien tif ic  F ind ings  (New Y ork: H a rc o u r t ,  b r a c e  and 
W orld , I n c . , 1964), p. 370.
7 5
K eith  D av is ,  "M anagem ent C om m un ica tio n  and the  G rap ev in e , " 
Som e T h e o r ie s  of O rg a n iz a t io n . A lb e r t  H. R u b en s te in  and Chadw ick 
J .  H a b e rs t ro h ,  e d i t o r s . (Homewood, 111.: The D o rse y  P r e s s ,  I960), 
p. 290.
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in te r im ,  the news leaked out, And the  g rapev ine  in the o rg an iz a t io n  r e ­
ceived  a  d is to r te d  v e rs io n  of what w as ac tua lly  taking p la c e .  When it 
re a c h e d  the indiv idual m e m b e rs ,  the  s to ry  was th a t  the  p r e s e n t  fac i l i ty  
would be c losed  and m any of the  m en  would lo se  th e i r  jo b s .  R e s t le s s n e s s  
developed, w ith  som e m e m b e rs  ac t iv e ly  seek ing  and finding o th e r  jo b s ,  
b e fo re  the r u m o r  was c la r if ie d  with fac tu a l  in fo rm a tio n .  This exam ple  
in d ica tes  what can happen w hen ru m o r  r a th e r  than  fac tu a l  in fo rm a tio n  is 
t r a n s m i t te d  th rou gh  the  n e tw o rks , and it a lso  e m p h a s iz e s  tha t  the g r a p e ­
vine, if not p ro p e r ly  u til ized , can be  d e s t ru c t iv e .
F o r  m o s t  effective  r e s u l t s ,  s tu d ies  have shown tha t  the connection  
be tw een  the fo rm a l  and in fo rm a l ne tw orks  should be  th ro ugh  th e  opinion 
le a d e r  in the group, tha t  is ,  the  in fo rm a l g roup  le a d e r .  B e re is o n  and 
S te in e r  reach ed  the sa m e  conclusion  a f te r  rev iew ing  a .n u m b e r  of 
s tu d ie s .  "C om m unication  f ro m  a c e n t r a l  body to  a  com m unity  w orks
m uch b e t te r  if conducted th ro u g h  the  in fo rm a lly  se lec te d  l e a d e r s  of the
77'b a s ic  so c ia l  u n its '  s e t  up by the  r e s i d e n t s . "  A lso , they  o b se rv ed ,
"The m o re  com m unica tions  a r e  d ire c te d  to  the  g ro u p s ' opinion l e a d e r s
r a t h e r  than to  the r a n k -  and -  file  m e m b e r s ,  the m o re  e ffec tive  they  a r e  
78l ike ly  to  be . " T h ese  sam e  conclusions should be app licab le  to  the 
in fo rm a l  g roup s  w hich  develop  in th e  o rg an iz a t io n .  T h e se  s tu d ies
76 P a u l  F .  L a z a rs fe ld  and E lihu  K atz, P e r s o n a l  Influence: The P a r t  
P lay ed  by P e o p le  in th e  F low  of M ass  C om m unica tion  (G lencoe, ill.":
Tbe F r e e  P r e s s ,  1^55), p. l£T.
77„B e re iso n  and S te in e r ,  op. c i t . , p. 371.
78
Ib id . ,  p. 550.
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ind ica te  th a t  m an ag em en t p e rs o n n e l  should identify  the  g roup  le a d e r s  
and u t i l ize  them  a s  a  linking m ec h an ism  be tw een  th e  fo rm a l  and in ­
fo rm a l  n e tw o rk s .
C o inc iden ta l With F o r m a l  A u th o rity  S ys tem
A u tho rity  and power po ten tia l  a r e  c re a te d  fo r  ro le s  w hich a r e  v i ta l
79links in the  com m unica tion  ne tw ork . The ind iv iduals who a r e  placed
in th e s e  r o le s  p o s s e s s  a  s ign if ican t am ount of in fluence . T h us , it is
v e ry  im p o r tan t  th a t  th e se  key positions  co incide  w ith  the fo rm a l ly  p r e -
80sc r ib e d  a u th o r i ty  re la t io n sh ip s  in the  o rg an iz a t io n .  If they  do not, the 
p e rso n  in the  position  of a u th o r i ty  ac tua lly  m ay  have v e ry  l i t t le  pow er, 
while a  m e m b e r  who is not, th e o re t ic a l ly ,  in a s  im p o rtan t  a u th o r i ­
ta t iv e  position  in r e a l i ty  m ay  have m o re  d e c is io n  m aking pow er. By 
designing  the  co m m un ica tio n  n e tw o rk  around the ro le  s t r u c tu r e ,  the  
ind iv iduals who need  ex tensiv e  a c c e s s  to  in fo rm a tio n  and who s e rv e  as 
enco der  of a u th o r i ta t iv e  com m unica tions  have the  g r e a te s t  am oun t of 
a c c e s s  to th e  channel. T h is  des ig n  m in im iz es  underm in ing  the  a u th o r i ty  
positions and the  p o ss ib le  dysfunc tiona l e ffec ts  th e re o f ,  and the  o r g a n i ­
za tion  is enabled  to  m a in ta in  c o n tro l  over  its a u th o r i ty  re la t io n s h ip s .  
A dequate  fo r  Need
As M a rc h  and S im on o b se rv e ,  "W here  the  av a i lab le  m ean s  of
com m unica tion  a r e  p r im i t iv e - - r e l a t i v e  to  the co m m unica tion  n e e d s - -
81
so w ill  be the  s y s te m  of coo rd in a tion . " T hus, the o v e ra l l  s y s te m  
should be designed  around  the p a r t i c u la r  o rg a n iz a t io n 's  n e ed s .
^ S u p r a ,  pp. 115-117.
^ M e r t o n ,  op. c i t . ,  p. 342.
81 M a rc h  and S im on, o p . c i t . ,  p .  164,
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N e v e r th e le s s ,  in an open loop c o n tro l  sy s te m , adequate  c o m m u n i­
cation ne tw ork s  and in fo rm ation  in th em  does not a u to m atica lly  and
n e c e s s a r i ly  lead  to con tro lled  b eh av io r ,  n o r  to c o r re c t io n  th ro u g h  feed - 
82back . H ow ever, the p ro bab il i ty  of getting  th is  r e s u l t  is su b s tan tia l ly
. 83 in c r e a s e d .
F o r  c o n tro l  p u rp o ses ,  it is highly im p o rtan t  to  provide netw orks
for feedback  of in fo rm ation  to points of d ec is io n  and action . "If the
ne tw ork  for feedback  is a p p ro p r ia te ,  then  the  m ain tenance  of r e s p o n s i -
84bility  w ill  be suffic ien t fo r  ach ievem en t of o rg an iza t io n a l  g o a ls .  "
Although th is  s ta te m e n t  m ay be a  l i t t le  o p t im is t ic ,  it does em p hasize
the n e c e s s i ty  of designing ne tw orks  with channels  sp e c ia l ly  cons truc ted
for feedback  of in fo rm a tio n .
C hannels  should be se t  up so as  to  m in im ize  the  f i l te r in g  effect
in h e ren t  in the  upward flow of com m unica tion  in the  o rgan iza tio n . It
m ay b e  n e c e s s a r y  to  e s ta b l is h  a l te rn a te  channels  so  in fo rm ation  m ay be
d e riv ed  f ro m  m o re  than  one so u rc e .  L ikew ise , d i r e c t  channels m ay be
es tab lish ed  to  m in im ize  the d is to r t in g  and f i l te r in g  effects  which develop
85when m e s s a g e s  flow th rou gh  the chain of com m and . G roup m ee tings  
82 While re le v an t  in fo rm a tio n  can  be provided  to  individuals in 
o rgan iza tion , th e i r  u t i l iza tion  of th is  in fo rm a tio n  is  based  upon a 
n u m b er  of f a c to r s ,  m any  of which have a l r e a d y  b e en  d isc u sse d .
83 S u p ra , pp. 168 - .170.
84
A lb e r t  H. R u benste in  and Chadwick J .  H a b e rs tro h ,  ( e d s . ) ,  Some 
T h e o r ie s  of O rgan iza tio n  (Homewood, 111.: The D o rse y  P r e s s ,  1966), 
p. 6ZT.------------------^ -------
8^S u p ra , p . 164 - 165.
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a r e  so m e tim e s  u til ized  to o ve rco m e  the  f i l te r in g  in h e re n t  in c o m m u n i­
cating th roug h  the ne tw ork . In  this way, a l l  m e m b e r s  in the  key  linking 
positions in the n e tw ork  a r e  brought to g e th e r  in a  face  to fac e  i n t e r ­
p e rso n a l  d is c u s s io n  group.
P re c a u t io n  should be e x e rc is e d  in provid ing  fo r  n e tw o rk s  and the  
flow of in fo rm a tio n  in the o rg a n iz a t io n .  F o r  exam ple , in design ing  
a l te rn a te  channe ls , c a re  m u s t  be e x e rc is e d  to  p re v e n t  s h o r t  c irc u it in g
the a u th o r i ty  posit ions  w hich  may le a d  to underm in ing  a u th o r i ty  r e -  
86
la t io n sh ip s .  F u r th e r m o r e ,  p recau tio n  is needed  in p rov id ing  adequa te
in fo rm a tio n  to p re v e n t  com m un ica tion  overload  and the  r e s u l ta n t  s t im u li  
87sa tu ra t io n .  The inab ility  of a ttending and respon d ing  to e x c e ss iv e
88s t im u li  has a l r e a d y  been  d is c u s se d .  A b reakdow n  in com m u n ica tion  
and c o n tro l  can develop  f ro m  e x cess iv e  in fo rm a tio n  in the s y s te m .
In su m m a ry ,  the  c o n tro l  of o rg an iz a t io n  b eh av io r  can be  enhanced 
s ig n if ican tly  by the  way com m un ica tion  ne tw orks  a re  designed  and 
u t i l iz e d .
III. CONTROLLED CHANGE
P ro v id in g  fo r  c o n tro l led  change is  a highly im p o r ta n t  a s p e c t  of the
89
to ta l  p r o c e s s  of con tro llin g  o rg an iz a t io n  b e h a v io r .  The following
 56----------------------
Scott, oja. c i t . ,  p. 202.
87I b id . ,  p. 200.
88
Supra , pp. 123-124
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While the p re s e n t  d is c u s s io n  of the com plex  and m uch  studied  
p ro b lem  of b e h a v io ra l  change is an a b b re v ia te d  one the  to ta lco n c ep t  is 
so v i ta l  to  c o n tro l  th a t  it is be lieved  n e c e s s a r y  to  include it h e re .
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a s p e c ts  of co n tro lled  change a r e  inv es tiga ted  in the  succeed ing  d i s -
90cussion : the  need, the  ap p roach , and finally , a tt i tu d e  change.
The Need
T hroughout the d is c u s s io n  in th is  p a p e r ,  an  e x t r a o rd in a ry  am ount 
of e m p h a s is  has been  g iven  to :the  dy nam ics  of r e a l i ty  in g e n e ra l  and, 
p a r t ic u la r ly ,  the  dy nam ics  of o rg an iz a t io n  b e h a v io r .  If b eh av io r  is 
dynam ic, then  why the  e m p h a s is  upon p rov id ing  fo r  change in o r g a n i ­
za tion  b e h a v io r?  The two b a s ic  re a s o n s  a r e  to  in su re  th a t  the change 
is in the  r ig h t  d i re c t io n  and a t  the  d e s i re d  r a t e .
D ire c t io n  of Change
Change p e r  se  is  not b en ef ic ia l  s ince  it m ay  e i th e r  a d v e r s e ly  o r  
fav o rab ly  a ffec t  the o rg an iz a t io n .  The im p o rtan c e  of c o n tro l  is  to i n ­
s u r e  th a t  the change is  in a  fav o rab le  d i re c t io n .  The d e s i re d  b e h a v io ra l  
change m u st  be  a s c e r ta in e d ,  and then  th e  n e c e s s a r y  p ro v is io n s  fo r  the 
d e s i r e d  change m ust be  im p lem en ted . The im p o r ta n t  c o n s id e ra t io n  fo r  
the p r e s e n t  d i s c u s s io n  is th a t  b e n e f ic ia l  changes in -o rg an iza tio n  b e ­
havior do not a u to m a tic a l ly  o c cu r ,  but a r e  planned and c o n tro l le d .
R a te  of Change
An o rg an iz a t io n  is o p e ra tin g  in a  dynam ic  com pe ti t ive  en v iro n m en t .  
C onsequently , to  su rv iv e  and o p e ra te  a t  a  s a t i s f a c to ry  lev e l  of e f fe c ­
t iv e n e s s ,  it m u s t  be f lex ib le  and capab le  of r e a c t in g  re a so n a b ly  rap id ly  
in i ts  dynam ic  s i tu a tio n . A lthough change w ith in  an  o rg an iz a t io n  m ay  be 
inev itab le  and m ay  be  o c c u r r in g  in the  r ig h t  d i re c t io n ,  it m ay  not
90F o r  a  r e c e n t  in fo rm a tiv e  e s sa y  on o rg a n iz a t io n a l  change, se e  
W a r re n  G . B enn is , "A New Role  fo r  the  B e h a v io ra l  S c ien ces :  Affecting 
O rg an iza tio n a l  C hange, " A d m in is t ra t iv e  S c ien ce  Q u a r te r ly ,  XVIII 
(1963), 125-165.
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n e c e s s a r i ly  be  taking p lace  rap id ly  enough. T hus, an o th e r  d im en s io n  
of the  need fo r  con tro lled  change is  the n e c e s s i ty  fo r p rovid ing  the 
capacity  to  change at a re la t iv e ly  rap id  r a t e .
The need fo r  rap id  change in trod uces  fu r th e r  com plex ity  into the 
p ro b lem  b e c a u se ,  while people a r e  continuously  involved in the  p ro c e s s  
of change, they  tend to  r e s i s t  rap id  chan ges . "T he m o s t  c h a r a c t e r ­
i s t ic  individual and g roup  re a c t io n  to  change is called  r e s i s t e n c e  to 
91
c h a n g e ."  T hus, fo r  the  m a in tenan ce  of a  goal d i rec te d  coord ina ted  
effort, it is n e c e s s a r y  to  co n tro l  bo th  the  d ire c t io n  and r a t e  of change 
of o rg an iza t io n  b e h a v io r .
The A pproach
P ro v id ing  fo r  and con tro lling  o rg an iz a t io n a l  change is m o re  than  
m anipulating  o rg an iz a t io n a l  s t r u c tu r e  a s  the  c la s s ic a l  t h e o r i s t s  once 
a s s e r t e d .  C on tro lled  change m ust be im p lem en ted  and re a l iz e d  
th ro u g h  the  ind iv idua ls  and g roup s  in the  o rg an iz a t io n .  T hus, o r g a n i ­
za tiona l  change is the m an ife s ta t io n  of what is tak ing  p lace  am ong the  
units w hich cons titu te  it and, consequen tly , m u s t  be im p lem en ted  th ro u g h  
th e se  ind iv idua ls  and g ro u p s .
U ti l ize  Ind iv idual F r a m e s  of R e fe re n c e
The p ro c e s s  of con tro lled  change m u s t  beg in  like  any o th e r  c o m ­
m un ica tion  p r o c e s s ,  th a t  is ,  by em path iz ing  w ith the indiv idual whose 
b eh av io r  is to  b e  changed . I t  is n e c e s s a r y  to a t te m p t  to  p ro je c t  onese lf  
into the  f ra m e  of r e f e re n c e  of the ind iv idual in o r d e r  to  a s c e r t a in  what
91 R o b e r t  T annenbaum , Irv ing  R .  W e sc h le r ,  and F r e d  M a s s a r ik  
( e d s .) ,  L e a d e rs h ip  and O rg a n iz a t io n ; A B e h a v io ra l  S c ience  A pp ro ach  
(New Y ork: M cG raw  - !Hiii Book C o . , T n c . , 1^61), p. 80. A lso , fo r  
m o re  de ta iled  a n a ly s is  of the n a tu re  of the  r e s i s ta n c e  to  change, see  
Alvin Z an d e r ,  "R e s is ta n c e  to  C h a n g e - - I ts  A na lysis  and P re v e n t io n ,  " 
Advanced M an ag em en t, XV (Ja n u a ry ,  1950), 9 -1 1 .
207
m eaning the  change w ill  have fo r  him . His in te rp re ta t io n  of the  p e r s o n ­
al im p ac t  of the change is the  im p o r tan t  th ing to the  m e m b e r , ^  Osgood 
and T annenbaum  em p h as ize  the  im p o r ta n c e  of the  in d iv id u a l 's  f r a m e  of 
r e fe re n c e  to  his in te rp re ta t io n s ;  . .c h an g e s  in eva lua tion  a r e  a lw ays
in the  d ire c t io n  of in c re a s e d  congru ity  w ith the  ex is ting  f r a m e  of r e f e r  - 
93e n c e ."  E s se n t ia l ly ,  a l l  e ffo r ts  to change ind iv idual b eh av io r  m u s t
beg in  by a ttem p tin g  to  evaluate  th e  ind iv idu a l 's  f r a m e  of r e f e r e n c e ,  in
o rd e r  to a s c e r t a in  how he m ay  in te r p r e t  the  m eaning  of th e  change.
T hen  the so u rc e  of the  c h a n g e -re la te d  com m un ica tio n  m u s t  a t te m p t  to
w o rk  w ithin  th is  f r a m e  of r e f e r e n c e  to a ffec t the d e s i re d  d ire c t io n  and
94speed  of r e o r ie n ta t io n .
U tilize  the G roup
\
Any p ro g ra m  designed to  a ffec t the b eh av io r  of the indiv idual which
does not involve the  p r im a r y  w ork  group in which th e  beh av io r  w ill  be
95e x p re s se d  is doomed to  achieving  m in im um  r e s u l t s .  T hus, "When
change is d e s i re d ,  it is  typ ica lly  m o re  effective  to  influence people  a s
group  m e m b e rs  than  to  do so in an  iso la ted , indiv idual by individual,
96m a n n e r . "  Many w ell  designed  and w ell m eaning t ra in in g  p ro g ra m s  
do not succeed  in achieving  d e s i r e d  r e s u l t s  b e c a u se  they  f a i l  to tak e  
into c o n s id e ra tio n  the en v ironm en t in w hich  the  new b e h av io r  m u s t  take  
p lace .  T he  tra in in g  p ro g ra m  m ay  have b een  given in  a la b o ra to ry  and
92 T annenbaum , W e sc h le r ,  and M a s s a r ik ,  0£ . c i t . ,  p . 82.
93
C h a r le s  E .  Osgood and P e r c y  H. T annenbaum , "A ttitude and 
the  P r in c ip le  C ongru ity , " The P r o c e s s  and E ffec ts  of M ass  C o m m u n i­
c a t io n , W ilbur S c h ra m m , e d i to r .  (U rbana, 111.: U n iv e rs i ty  of I l lin o is  
P r e s s ,  1949), p. 253.
94 95
B enn is ,  op. c i t . ,  p. 145. Ib id . , p . 159
96
B ere ison  and Steiner,  op. c i t . ,  p. 354.
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the  individual sen t b ack  to a p a r t ic u la r  w ork  g ro u p . The c o m m u n i­
cative  f ra m e w o rk  developed in th is  paper  can  be  used to  p re d ic t  the  
r e s u l t  of such  t ra in in g .  When the individual r e tu r n s  to  the group, he 
m ay influence its  conduct, but the  g r e a te r  p ro b ab il i ty  is tha t  the group 
w ill influence his conduct m o re  than  v ice  v e r s a .
Bennis com m ented  upon the fadeout p ro b lem  of l a b o ra to ry  t r a i n ­
ing a s  follows: "At t im e s  the r e s u l t s  a r e  d is tu rb in g , fo r  t ra in in g  and
lea rn in g  acq u ired  during hum an re la t io n s  t ra in in g  does not la s t  a f te r
97the  p a r t ic ip a n t 's  r e tu r n  to the c o m p a n y ."  In  d isc u ss in g  r e s e a r c h  r e ­
lated  to  th is  p ro b lem , he fu r th e r  obse rved , "W hat r e m a in s  c le a r  is 
th a t  T -group  m e m b e rs  . . . had difficulty  in t r a n s f e r r in g  th e i r  lea rn ing  
into se t t in g s  without T -g ro u p  t ra in in g .  "9® T h e re fo re ,  b e ca u se  of the  
t rem en d o u s  im p ac t the group e x e r t s  upon individual b e h av io r ,  c o n ­
t ro l le d  change m u st  n e c e s s a r i ly  be im plem ented  th roug h  i t .  E ffo r ts
to  c ircu m v en t  th e  group m ay p ro duce  som e r e s u l t s ,  bu t the r e s u l t s
99achieved w ill be  m in im ized .
Attitude Change
A ttitude change is a  highly s ign if ican t v a r ia b le  in p rovid ing  fo r  co n ­
t ro l le d  change in o rg an iza tio n  b e h av io r .  S o c io lo g is ts ,  so c ia l -  
p sycho log is ts ,  and com m unica tion  th e o r i s t s  have devoted a  s ign if ican t
97 98
B en n is ,  op. c i t . ,  p . 159. Ib id .
99 This is no t to say  tha t an  individual does not in fluence the group 
b e h av io r .  It s im p ly  im p lies  th a t  one individual in the  g roup is in f lu ­
enced m o re  by the  group than  he is l ike ly  to influence the  group . I 
b e liev e  the p ro b lem  is m o re  p re v e la n t  when a  m e m b e r  is taken  f ro m  
a  group fo r  t ra in in g ,  then  r e tu r n s  to the sam e  g ro up . T h is  is  t r u e  
b e ca u se  the  g roup  a lre a d y  has e s tab l ish ed  b e h a v io ra l  expec ta tions  fo r  
th is  indiv idual.
lOOThis is  e sp ec ia l ly  t ru e  in o rg an iza tions  w h e re  c o n tro l  is 
gained and m ain ta ined  sh o r t  of p h y s ica l  fo rc e .
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am ount of w o rk  to  the study  of a t t i tu d e s .  H ow ever, the  p re s e n t  
a n a ly s is  is a  v e ry  se le c t iv e  v iew  of th e  com plex  su b je c t .  The to p ic s  
co n s id e red  in the following d is c u s s io n  a re :  th e  defin ition  and i m ­
p o r tan ce  of a tt i tude  change, a tt i tude  change th ro u g h  com m unica tion , 
and, f inally , ro le  p e r fo rm a n c e  and a tt i tu d e  change .
D efin ition  and Im p o r ta n c e
The t e r m  "a t t i tu d e "  is  a  high o r d e r  a b s t r a c t io n .  No one has e v e r  
seen  an a tt i tude , s ince  only o v e r t  b eh av io r  is  o b se rv a b le .  C o n s e ­
quently , a tt i tu d es  a r e  in fe r re d  on the b a s is  of e i th e r  v e r b a l  o r  non- 
102v e rb a l  b e h a v io r .  A rev iew  of the m ean ing  a ss ig n ed  to  the  t e r m  
by s e v e ra l  a n a ly s ts  m ay  help to  unders tand  i t .  S c h ra m m  defines the  
t e r m  as follows:
By a tt i tu d e s ,  we m ea n  in fe r re d  s ta te s  of r e a d in e s s  to 
r e a c t  in an  evaluative  way, in su p p o r t  of o r  a g a in s t  a  g iven  
s t im u lu s  s i tu a tio n . We say  " in fe r re d "  s ta te s  of r e a d in e s s  
b e c a u se  th e r e  is  no way to  o b se rv e  an a t t i tu d e  d i re c t ly .
A ttitudes  a r e  one c la s s  of in te rven ing  v a r i a b le s ,  the  e x is te n ce  
of which we a s s u m e  in o r d e r  to exp la in  how th e  hum an n e rv o u s  
sy s te m  co n v er ts  a  g iven  s t im u lu s  into a  g iven  r e s p o n s e .
G ordon A llp o r t  defines an  a tt i tu d e  a s ,  "A m en ta l  and n e u ra l  s ta te  of
r e a d in e s s ,  o rg an ized  th ro u g h  e x p e r ien c e ,  e x e r t in g  a  d i r e c t iv e  o r
dynam ic in fluence upon the  in d iv id u a l 's  r e s p o n s e  to  a ll  o b jec ts  and
*^*A c o n s id e ra b le  am oun t of the r e s e a r c h  on a tt i tu d e  change has 
been  re la te d  to  a tt i tude  change th ro u g h  m a s s  co m m un ica tion .
102
Eugene L .  H a r t le y ,  R u t h E .  H a r t le y  and C lyde H a r t ,  "A ttitudes 
and O pinions, "The P r o c e s s  and E ffec ts  of M ass  C o m m u n ic a t io n , 
W ilbur S c h ra m m , e d ito r  (U rb an a , I I I . :  U n iv e rs i ty  of I l l in o is  P r e s s ,  
1949), p. 221.
103
W ilbur S c h ra m m  (ed) The P r o c e s s  and E ffec ts  of M a ss  C o m - 
m unication  (U rbana; 111.: T he U n iv e rs i ty  of I l l in o is  P r e s s ,  1949), 
p. 209.
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104situa tions  with, which it is r e la te d .  11 F in a lly ,  B e r io  used the fo llo w ­
ing d e sc r ip t iv e  defin ition  of an a t t i tu d e .  "G iven a  m an, M r .  A, and an  
ob jec t x, w hich  m ight be a n o th e r  p e rso n ,  M r.  A h im se lf ,  o r  any o th er  
ob jec t, we can say  th a t  M r .  A has an a tt i tude  to w ard s  x  if M r .  A has
som e  p red isp o s i t io n ,  som e  tendency , som e d e s i r e  to  e i th e r  a p p ro a ch  o r 
105avoid x. " T he  p reced in g  defin itions should p rov ide  an  adequate
view of how the  t e r m  is  u tilized  by v a r io u s  so c ia l  s c ie n t i s t s .  The m ost
im p o rtan t  thing fo r  the p re s e n t  a n a ly s is  is the  im pac t of a tt i tu d es  upon
b e h a v io r .  S e v e ra l  of th e s e  im p lica tio n s  a r e  noted .
F i r s t ,  the  e x is ten ce  of an  a tt i tu d e  im p lies  a  " s ta te  of r e a d in e s s "
to respond  to a  p a r t i c u la r  s t im u lu s .  In fac t,  it  is a  p re d isp o s i t io n  to
ac t  in a  p a r t i c u la r  way; " . . .  if we know the  n a tu re  of an  a ttitude
an individual holds to w ard s  a  g iven  object o r  s i tua tion , we can p re d ic t
tha t  the indiv idual, s t im u la ted  by  the  object o r  s i tu a tio n  and f re e  to
1 106ac t ,  w ill a c t  in the  d i re c t io n  of the a tt i tu d e . " T hus, th e re  is a  
d i r e c t  re la t io n sh ip  be tw een  a tt i tu d e s  and a c t io n s .  Any a t tem p t to  
co n tro l  o r  to  change ac tio n s  m u s t  c o n s id e r  the  im p o r tan t  d e te rm in a n t  
of b eh av io r  in re s p o n s e  to a  p a r t i c u la r  s t im u lu s ,  th a t  is ,  a t t i tu d e s .
A second im p o r tan t  a sp e c t  of a tt i tu d es  and th e i r  re la t io n sh ip  to 
b eh av io r  is th e i r  in fluence upon the  p e rc e p tu a l  p r o c e s s .  They m ay 
lead  to the s h o r t  c ircu it in g  of the  p e rc e p tu a l  p r o c e s s .  T hat is ,  the 
p re d isp o s i t io n  to  ac t o r  r e a c t  in a  p re d e te rm in e d  m an n e r  to  a
lO ^H artley , H artley , and H a r t ,  o p . c i t . , p . 218.
* ^ B e r l o ,  o p . c i t . , p . 45.
^ ^ S c h r a m m ,  lo c . c it .
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p a r t ic u la r  s t im u lus  p re c lu d e s  any ob jec tive  evaluation  of m e s s a g e s
o r  s t im u lu s  s i tu a t io n s .  P re d isp o s i t io n s  le a d  to r ig id  p a t te rn s  of
behav io r  which a r e  d ifficu lt to change th rough  co m m un ica tio n . The
p red isp o s i t io n  to respond , a lthough i t  is  not n e c e s s a r i l y  co m p le te ly
rig id , m ak es  d ifficu lt an ob jec tive  evaluation  of any s t im u lus  
107
situa tion .
A final and  highly  im p o r ta n t  a sp e c t  of a t t i tu d e s  is  th a t  they  a r e
le a rn e d .  Consequently , they  can  be m olded  and a l t e r e d ; 'M. . . th ese
s ta te s  of re a d in e s s  to  r e a c t  in  an eva lua tive  way to a g iven  s t im u lu s
a r e  le a rn e d  and so, under a p p ro p r ia te  conditions, p re s u m e d ly
108
re in fo rc e d ,  g e n e ra l ize d ,  and fo rg o tten . " T his  c h a r a c te r i s t i c  is  
bas ic  to the to ta l  concept of p rov id ing  fo r  c o n tro l le d  change in 
o rgan iza tion  b e h a v io r .  The succeed ing  topic i s  devoted to a d i s ­
c u ss io n  of the re la t io n sh ip  betw een  com m u n ica tion  and a tt i tu d e  
change.
A ttitude Change T hrough  C om m unica tion .
A ttitudes a r e  le a rn e d  and lea rn in g  is  e s s e n t ia l ly  a com m un ica tion  
109
p r o c e s s .  H ow ever, a  n u m b er  of f a c to r s  in te rv e n e  to  d e te rm in e  
the e ffec t iv en ess  of com m u n ica tion  in changing a t t i tu d e s .  In rev iew ing  
the  l i t e r a t u r e  on the effects  of com m u n ica tion  on a t t i tu d e s ,  S he rif  and 
Hovland note  a  v a r ie ty  of r e s u l t s :
107
H artley ,  H a r t le y  and H ar t,  op. c i t . , p . 219.
108 109S c h ram m , lo c .  c it .  B e r io ,  op. c i t . ,  pp. 99 - 102.
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A few s tu d ies  r e p o r te d  no su b s ta n t ia l  change following 
com m unica tion . A m o r e  freq u e n t  finding was sh ift  in the 
d is t r ib u t io n  tow ards  the pos it io n  taken  in  the co m m un ica tio n .
A th i rd  and not in f req u e n t  finding following com m u n ica tion  
was a  b im odal d is t r ib u t io n ,  re v e a l in g  sh if t  to w ard s  the 
com m unica tion  by so m e  su b jec ts  and away f ro m  the 
com m unica tion  by o th e r  su b je c ts .
A n u m b er  of v a r ia b le s  in te rv e n e  to d e te rm in e  the  e ffec tiv en ess
of com m unica tion  in changing a t t i tu d e s .  S e v e ra l  of th e se  v a r ia b le s
a r e  the su b jec t  of the following d isc u ss io n .
R ecep tion  and A ccep tan ce  of C om m unication  A dvocating Change
Of c o u rse ,  getting  the  m e s s a g e  to the indiv idual w hose  a tt i tude  i s  to
be changed is  of b asic  im p o r ta n c e .  While the a n a ly s is  u su a l ly  begins
by a ssu m in g  the  m e s s a g e  is  a t  the  d isp o sa l  of the in tended  r e c e iv e r ,
it  is  not n e c e s s a r i l y  t ru e ,  and  the o rg an iz a t io n  m u s t  be consc ious  of
p re se n t in g  the m e s s a g e  to i ts  m e m b e r s .
Once the ind iv idual r e c e iv e s  the m e s s a g e ,  h is  a ccep tan ce  or
re je c t io n  of it  b e co m es  the  b a s ic  f a c to r .  S tudies in d ica te  th a t  if a
m e s s a g e  d iv e rg e s  too r a d ic a l ly  f ro m  an in d iv id u a l 's  p r e s e n t  f r a m e
of r e f e re n c e ,  he  is  l ik e ly  to r e j e c t  i t .* * *  The l a t t e r  fa c to r  h a s  been
u til ized  to exp la in  th o se  sh if ts  away f ro m  the d i re c t io n  of change
112
advocated  by the  com m unica tion  noted  in som e  s tu d ie s .  M ost
110M uzafe r  Sherif  and C . I. Hovland, Social Jud gm en t:
Assimatofcm and C o n tra s t  E ffec ts  in  C om m unication  and A ttitude  Change 
(New Haven, C on n .:  Y ale  U n iv e rs i ty  P r e s s ,  1961), p . 146.
* * * lb id . , pp . 127 - 145. 112Ib id . ,  p . 147.
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of the following f a c to r s  d is c u s se d  a r e  r e la te d ,  e i th e r  d i re c t ly  o r
in d ire c t ly  to  w he th er  the indiv idual accep ts ,  r e je c t s ,  o r  d i s to r ts
c h a n g e -re la te d  com m unica tion .
Source of C om m unication . S ubstan tia l  r e s e a r c h  evidence
ind ica tes  tha t a tt i tude  change is  p o s i t iv e ly  c o r r e l a t e d  with the r e -
113
c e iv e r 's  evaluation  of the  so u rc e .  In re p o r t in g  on a  study of the
re la t io n sh ip  betw een the e ffec tiv en ess  of com m unica tion  and the
c re d ib i l i ty  of the  so u rc e ,  Hovland and W eiss o b se rv ed , "Opinions
w e re  changed im m e d ia te ly  a f te r  th e  com m unica tion  in  the d irec tio n
advoca ted  by the  c o m m u n ica to r  to a  s ig n if ican tly  g r e a t e r  d e g re e  when
the m a te r i a l  w as p re s e n te d  by a t ru s tw o r th y  so u rc e  than  when
114 —
p re s e n te d  by an u n tru s tw o rth y  s o u r c e . "
Hovland and W eiss a lso  d isc o v e re d  a  s le e p e r  e ffect in th is  e x p e r i ­
m en t .  With the p a ss in g  of t im e  and the. p ro c e s s  of fo rge tting , the 
r e c e iv e r  tends  to d is so c ia te  the so u rc e  and the  m e s s a g e .  T h e re fo re ,  
in  c e r ta in  c a s e s ,  a f te r  a few w eeks no m o re  a t t i tu de  change is  
ex p e rien ced  f ro m  a t ru s tw o r th y  a s  opposed to  an u n tru s tw o r th y  so u rc e
of the m e s s a g e .  However, when and if the indiv idual is  rem in d ed  of
115
the  so u rc e ,  the  influence  of the  so u rc e  r e a s s e r t s  i t s e l f .
H 3 „  . 0 , 0S c h ram m , op. c i t . , p . 212.
114 The in fluence  of so u rc e  c re d ib i l i ty  on com m unica tion  
e ffec tiv en ess  in Ib id . , p . 288.
^ ^ S c h r a m m ,  Ibid.
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Thus, in an o rgan iza tion , the  a t te m p t  to  in i t ia te  a tt i tu d e  change 
cannot be d is so c ia te d  f ro m  the m e m b e r 's  p a s t  ex p e r ien c e  w ith  the 
so u rc e  of the  change-advoca ting  co m m un ica tio n . Included  in  the 
r e c e i v e r 's  evaluation  would be the t ru s tw o r th in e s s ,  the e x p e r tn e s s ,  
and the  g e n e ra l  m ean ing  of the  so u rc e .
D ive rg en ce  F ro m  G roup  N o rm s .  The in fluence  of on e 's  p r im a r y  
g roup  upon h is  p e rc e p t io n  and a ccep tan ce  of com m un ica tion  h as  been  
em p h asized  re p e a te d ly  in  th is  d i s s e r ta t io n .  The sa m e  a n a ly s is  
app lies  to com m u nica tions  advocating  a tt i tu d e  change . Thus, the  
ex ten t to which the advocated  change can be re c o n c i le d  with g roup  
n o rm s  w ill be a  b as ic  fa c to r  in  d e te rm in in g  the  r e c e i v e r 's  in c l i ­
na tion  tow ards  change. As S c h ram m  o b se rv ed ,  " . . .  the t a r g e t ' s
r e f e re n c e  g roups m u s t  a lw ays be kept in  m ind  when designing  a
1 1 6m e s s a g e  in tended  to change a t t i tu d e s .  " L ikew ise , i f  the adv o ­
ca ted  change is  c o n s is te n t  w ith  g roup  n o rm s  th is  should  be em pha-
117sized , and v ice  v e r s a ,  if  i t  i s  in c o n s is te n t  w ith  g roup  n o r m s .  In
g e n e ra l ,  i t  m ay  be concluded, "On m a t t e r s  involving g roup  n o rm s
the  m o re  a ttac h ed  people  a r e  to  the  group, o r  the m o r e  ac tiv e  they
a r e  w ithin  it, the m o re  th e i r  m e m b e rs h ip  d e te rm in e s  th e i r  r e s p o n s e
118to c o m m u n ic a t io n s ."
1 1 6 _ . ,  117tu . ,Ib id . , p . 211. Ib id .
118B e re iso n  and S te in e r ,  op. c i t . , p . 539.
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M anner of P re s e n ta t io n .  The m a n n e r  in which the change-
re la te d  com m un ica tio n  is  p re s e n te d  to the r e c e iv e r  is  a  fa c to r  in
the  am ount of a tt i tud e  change ach iev ed . The following l i s t  of sug-
119ges tio n s  a r e  a b s t r a c te d  f ro m  S c h ra m m .
1. It is  often advan tageous to  s ta te  the d e s i r e d  conclusion  
sp e c if ica lly  and p o s i t iv e ly .  R e s e a r c h  in d ica te s  tha t  le t t ing  the  fac ts  
sp eak  fo r  th e m se lv e s  is  not enough. M ore  p o s it iv e  r e s u l t s  a r e  
ach ieved  when the r e c e iv e r  i s  p re s e n te d  w ith an in te rp re ta t io n .
2. While i t  is  b e t te r  so m e tim e s  to s ta te  only one s id e  of an is su e ,  
in an o rg an iza t io n  i t  m ay  be b e t te r  to p re s e n t  the v a r io u s  a sp e c ts  of 
i t .  B e t te r  in i t ia l  r e s u l t s  a r e  u su a l ly  ach ieved  by ju s t  s ta ting  one s ide  
of an i s su e ,  but if  t h e r e  is  r e a s o n  to be lieve  tha t  the ind iv iduals  will 
l a t e r  r e c e iv e  com peting  a rg u m e n ts ,  evidence in d ica te s  i t  would 
p ro bab ly  be b e t te r  to  u se  a  tw o -s id e d  p re s e n ta t io n .  L e s s  in i t ia l  but 
m o r e  long ran g e  r e s u l t s  w ill  be ach ieved .
3. R epea t  the  m e s s a g e  w ith  v a r ia t io n .  T h e re  i s  a  s a tu ra t io n  
point beyond w hich redundancy  is  h a rm fu l .  H ow ever, s tu d ies  indi- 
th a t  m o re  exam ples  m ak e  fo r  m o r e  lea rn in g .
4. Make the m e s s a g e  a s  s im p le  a s  p o ss ib le .  T his adapta tion  
m ay  involve using  s im p lif ied  la b e ls  and slogans w h e re  a p p ro p r ia te .
5. U tilize  g roup  p a r t ic ip a t io n  w henever p o s s ib le .  If a  p e rso n  
can  be given a  channel by which to e x p re s s  the d e s i r e d  a tt i tu de , then 
the  a tt i tude  is  m o re  l ike ly  to s t ick .  M ore  im p o rtan t ly ,  if  he  can  be 
put in  a  pos ition  of s ta ting  the  a rg u m e n ts  in h is  own w o rd s ,  then  he 
w ill  be  m o re  l ike ly  to find the  ap p ea ls  which a r e  c lo s e s t  to h im , and, 
in  effect, convince  h im se lf .
6. Gain p r im a c y  of ex p osu re , if p o ss ib le ,  to the  m e s s a g e .  E v i­
dence  in d ica te s  th a t  the in it ia l  w x p o su re  to in fo rm a tio n  m a y  be  the 
m o s t  in f luen tia l .  Thus, an  e ffo r t  should  be m ad e  to  p ro v id e  the  m e m ­
b e r  the  in it ia l  com m un ica tion  r e la te d  to the d e s i r e d  a tt i tu d e  change 
r a th e r  than le t t ing  th is  m e s s a g e  be  obtained f ro m  a se co n d a ry  
so u rc e .
119 120S ch ram m , op. c i t . ,  pp. 212 - 213. Ibid.
P e rc e iv e d  C onsequences of Change. One fina l f a c to r  in d e ­
te rm in in g  the in d iv id u a l 's  inc lina tio n  to m ove  in the d ire c t io n  of 
sug ges ted  a tt i tude  change is  h is  p e rc e iv e d  co n seq u en ces  of the
change. If the com m unica tion  is  p e rc e iv e d  a s  benefic ia l ,  then  i t  is
121l ike ly  to be accep ted  and b eco m es  a  b e h av io ra l  p r e m is e .  C onse ­
quently , in advocating  a t t i tu de  change, i t  is  n e c e s s a r y  to p ro v id e  som e 
cues  a s  to the consequ en ces  of e i th e r  a l te r in g  o r failing  to a l t e r  
b eh av io r .  Thus, the  consequ en ces  could e i th e r  be sanc tio ns  o r 
r e w a rd s .  At any ra te ,  m o s t  change is  m o tiv a ted  by p e rc e iv e d  need - 
fu lfilling  co nsequences  o r ,  v ice  v e r s a ,  the  avo idance  of sa n c t io n s .
In su m m ary , the  re la t io n sh ip  betw een a tt i tu d e  change and c o m ­
m unica tion  is  a com plex  one. Any sim plify ing  g e n e ra l iz a t io n s  a r e  
su b jec t  to a  n u m b er  of q u a lif ic a tio n s .  The p re s e n t  d is c u s s io n  has 
no t a ttem p ted  to get m uch  beyond the  su r fa c e .
Role  P e r fo rm a n c e  and A ttitude Change
It h a s  been  found th a t  a tt i tu d es  change m o re  slow ly than ac tu a l  
122b e h av io r .  F o r  exam ple , F e s t in g e r  and C a r ls m i th  r e p o r t  tha t  
when an individual is  induced to sa y  o r  do som eth ing  c o n tr a ry  to h is  
p re s e n t  p r iv a te  opin ions, he  tends to  change h is  opinions to m ake
^ ^ Ib id . , p . 210. ^ ^ B e r e l s o n  and S te in e r ,  op. c i t . , p . 576.
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123th em  c o n s is te n t  w ith  h is  s ta te m e n t  o r  a c t io n s .  A lso , B au er  and
B au er  a s s e r t ,  "A c o n s id e ra b le  body of com m on se n se  o b se rv a t io n ,
c l in ica l  da ta  and, m o r e  re c e n t ly ,  e x p e r im e n ta l  f indings in d ica te  tha t
124
in m any  in s ta n c e s  a tt i tu d e  change follow s a f te r  b e h a v io ra l  change . "
T h ese  o b se rv a t io n s  and r e p o r te d  findings a r e  v e ry  c o n s is te n t  with
125the  p rev io u s  d is c u s s io n  of co m m un ica tiv e  b e h av io r .  An in d i ­
v idual s t r iv e s  to ach ieve  cogn itive  co n s is ten cy , th a t  is ,  to  m ak e  h is  
ac tio n s  and e x p re s s io n s  c o n s is te n t  w ith h is  a tt i tu d es  and b e l ie f s .
The ra m if ic a t io n s  of th e se  o b se rv a t io n s  and findings a r e  v e ry  
s ig n if ican t  in in s t i tu t ing  c o n tro l le d  change . If the o rg an iz a t io n  can  
ge t a m in im u m  d e g re e  of c o m m ittm en t  in  a d e s i r e d  d irec tio n , then  
a t t i tu d e s  a r e  l ike ly  to follow. T h e re fo re ,  by inducing the  m e m b e r  
to acc ep t  a  change in  h is  ro le  p e r fo rm a n c e ,  h is  a tt i tu d es  w ill tend  to 
change in  o r d e r  to be c o n s is te n t  w ith h is  a c t io n s .  Thus, a c o n c e r te d  
e ffo r t  should be m ade  to induce  som e  type of c o m m ittm en t .  How­
e v e r ,  th is  e ffo r t  should  involve  a s  l i t t le  c o e rc io n  a s  p o ss ib le  b e c a u se  
a s  F e s t in g e r  and C a r ls m i th  r e p o r t ,  the  g r e a t e r  the p r e s s u r e  to b ring  
about the  c o m m ittm en t ,  the  l e s s  the tendency  to change a t t i tu d e s  to 
m ak e  th em  c o n s is te n t  w ith a c t io n s .
123 Leon F e s t in g e r  and  J .  M. C a r ls m i th ,  "C ognitive  C on sequences  
of F o rc e d  C om pliance , " J o u rn a l  of A b n o rm al  and Socia l P sycho logy , 
LVIII (1959), 203 - 210. - “
1£4R aym ond A. B a u e r  and A lice  H. B a u e r ,  " A m e r ic a ,  M ass  
Society  and M ass  M edia, " J o u r n a l  of Socia l I s s u e s , XVI (I960), 3 - 66.
125 /  126 . . .
Supra , pp. 59 - 65. F e s t in g e r  and C a r ls m i th ,  Ib id .
IV. SUMMARY
In th is  ch ap te r ,  s e le c te d  a sp e c ts  of com m unica tion  as  a b as ic  
v a r ia b le  in con tro lling  o rg an iza t io n  behav io r  have  been  c o n s id e re d .  
The th r e e  m a jo r  top ics  d is c u s s e d  w e re  in te r r e la te d n e s s  of c o m ­
m un ica tion  and con tro l, com m unica tion  sy s te m  and con tro l ,  and, 
f ina lly , c o n tro l led  change . In the p re s e n t  context, c o n tro l  is  u se d  to 
signify  ro le  and d ec is io n  behav io r  which p ro d u ces  a g o a l-d ire c te d ,  
c o o rd in a ted  e ffo rt .
C om m unication  h as  been  view ed a s  being c lo se ly  r e la te d  to the 
c o n tro l  p r o c e s s .  In te rn a l iz e d  language sym bols , the va lues  
a s s ig n e d  to the  sym bo ls , and in te rn a l iz e d  ro le  sy s te m s  p rov ide  a 
b a s is  fo r  e x e rc is in g  so c ia l  c o n tro l .  All of th e s e  f a c to r s  a r e  functions 
of the com m unica tion  p r o c e s s .
The se le c t iv e  u se  of the  com m unica tion  v a r ia b le  a lso  s e rv e s  as  
a  m e c h a n ism  for e x e rc is in g  co n tro l .  Se lec tive  ex po su re  to  s t im u li  
is  v e ry  in fluen tia l  in d e te rm in in g  the language sym bols , v a lu es ,  and 
ro le s  in te rn a l iz e d .  R ew ard ing  com m unica tion  can be  u sed  to r e i n ­
fo rc e  o rg an iz a t io n a l ly  d e s i r e d  behav io r , to r e l ie v e  p o s t  d ec is ion  
d isso n a n c e  which m ay  in c r e a s e  flex ib ili ty  in  d ec is io n  m aking , and, 
f ina lly , to c r e a te  p r e s t ig e  fo r  the com peten t, m o s t  p ro d u c tiv e  m e m ­




to in s t i tu te  the  d ec is io n  p r o c e s s  and the  co m m un ica tiv e  p r o c e s s  of 
c o r r e c t io n  th rough  feedback  by which dev ia tions f ro m  d e s i r e d  b ehav io r  
a r e  c o r r e c te d .
The in d iv idu a l 's  p e rs o n a l  f r a m e  of r e fe re n c e ,  w hich  p ro v id es  
h is  defin ition  of the s ituation , is  the  context in  w hich c o n tro l  of 
indiv idual beh av io r  is  e x e rc is e d .  The com m unica tion  v a r ia b le  is  a 
b a s ic  d e te rm in a n t  of one 's  defin ition  of the s i tua tio n . To m a in ta in  
c o n tro l le d  behav io r ,  the o rg an iz a t io n  m u s t  be se n s i t iv e  to  p o ss ib le  
f a ls e  defin itions of the situa tion , the  b a s is  of the se lf -fu lf i l l ing  
p ro p h esy .  E sse n tia l ly ,  the  t e r m  se lf-fu lf i l l in g  p ro p h esy  is  u se d  to 
d e s c r ib e  the condition w hereby  an  individual defines a s i tu a t io n  as  
being t ru e ,  and  the conseq uences  of h is  a l t e r e d  behav io r  m ay  c au se  
the  s i tua tio n  to  becom e a s  h e  defined i t .  Modifying defin itions is  a 
continuing fe a tu re  of gaining and m ain ta in ing  c o n tro l  of o rg an iz a t io n a l  
b e h a v io r .
C om m unication  sy s te m s  a r e  a ls o  v e ry  im p o r ta n t  to the  co n tro l  
p r o c e s s .  F o r m a l  o rg an iz a t io n a l  ne tw orks  a r e  the o rg an iz a t io n a l ly  
p ro v ided  channe ls  through  w hich  in fo rm a tiv e  and a u th o r i ta t iv e  c o m ­
m u n ica tions  can  flow throughou t the  o rg an iza tio n . The in fo rm a l  
ne tw o rk s , often ca lled  the g rap ev in e , develop  th rough  in te ra c t io n  of 
m e m b e r s .  T hey s e rv e  a s  m e a n s  of m ed ia ting  conflic t  be tw een the 
o rg an iza t io n  and the  m e m b e r s ,  a s  a m e a n s  of p rovid ing  so c ia l  s a t i s ­
fac tion , and a s  su pp lem en ts  to the  fo rm a l  ne tw o rk . As o rg an iza t io n s  
grow , the  n e ed  fo r  in fo rm a tio n  to c o n tro l  behav io r  i n c r e a s e s  m o re
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than  p ro p o r t io n a te ly .  Thus, an  ex is ting  com m u n ica tio n  s y s te m  m ay  
be o v e rc o m e  th rough  techno log ica l innovation and g e n e ra l  im p ro v e ­
m en t of the com m un ica tion  s y s te m .  B e ca u se  they  d i r e c t  the  flow of 
in fo rm a tio n  in  the o rg an iza tion , n e tw ork s  a r e  in fluen tia l  in  d e ­
te rm in in g  dec is ion , au tho rity , and pow er po ten tia l ,  e t c .
Consequently , they should be consc io us ly  des ign ed  and u t il ized  
in the  co n tro l  p r o c e s s .  They a r e  m o r e  effective  when connected  to 
the  in fo rm a l  ne tw ork s , when they  a r e  co inc iden ta l with the fo rm a l  
s y s te m  of au th o ri ty ,  and, if  th ey  a r e  adequate  fo r  the  need  of the 
p a r t i c u la r  o rg an iza tio n .
P rov id in g  fo r  co n tro l le d  change is  an im p o r ta n t  a sp e c t  of the to ta l  
p ro c e s s  of con tro lling  o rg an iza t io n  b e h av io r .  A s ign if ican t am ount of 
e m p h a s is  h a s  been  p laced  upon the dynam ic n a tu re  of b e h av io r .  If 
behav io r  is  dynam ic, the questio n  m ay  be r a i s e d  as  to why the  need  
to  p ro v id e  fo r  change of b e h a v io r .  C o n tro lled  change in s u re s  tha t 
b e h a v io ra l  change is  in the  r ig h t  d i re c t io n  and a t  a  d e s i r e d  r a t e .  The 
ap p ro ach  to  in it ia t ing  change should  be through  the  in d iv id u a l 's  f r a m e  
of r e f e re n c e  and h is  p r im a r y  g roup(s) .
A ttitude  is  an  in f e r r e d  p ro p e r ty  s in ce  only o v e r t  b eh av io r  can  be 
o b se rv e d  and a tt i tu d es  in f e r r e d  f ro m  th is  b e h av io r .  A ttitude  is  u sed  
to d e s ig n a te  the  r e a d in e s s  to a c t  o r  r e a c t  in a p re d is p o se d  way to  a 
p a r t i c u la r  s t im u lu s  s i tu a tio n . The co m m un ica tio n  v a r ia b le  i s  
im p o r ta n t  in  b ring ing  about a tt i tu d e  change . Studies of the  re la t io n sh ip  
of com m un ica tio n  to  a tt i tud e  change in d ica te  th a t  the  m o s t  u su a l
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s i tua tion  is fo r  a tt i tu d es  to change in the  d ire c t io n  advoca ted  by the
com m unica tion . However, a  n u m b er  of s tud ies  r e p o r t  changes in
!
d ire c t io n s  opposite  f ro m  those  advoca ted  by the com m unica tion , or 
no change a t  a l l .  ..A n um b er  of f a c to r s  have  been  found to in fluence 
the d e g re e  of change re la te d  to p a r t i c u la r  change-advocating  c o m ­
m unica tion . Some of th ese  a re ,  the rec e p t io n  and a ccep tan ce  of the 
com m unica tion  advocating change, the so u rc e  of the com m unica tion , 
the  extent to  w hich  the com m unica tion  d iv e rg e s  f ro m  g rou p  n o rm s ,  
the m a n n e r  in  w hich the change-advoca ting  m e s s a g e  is  p re se n te d ,  
and, the  p e rc e iv e d  consequences  of the change.
F ina lly , r e s e a r c h  s tud ies  ind ica te  tha t a tt i tude  change often lag s  
behind changes in  b eh av io r .  Hence, any  type of co m m ittm en t  ob ­
ta ined  f ro m  a m e m b e r  m ay  p ro v id e  the m o tiva tion  n e c e s s a r y  fo r  
a tt i tude  change. The indiv idual s t r iv e s  for cognitive  co n s is ten c y ,  
and, thus, he  w ill  tend to change b eh av io r  to m ake  i t  c o n s is te n t  with 
h is  a t t i tu d e s  o r  v ice  v e r s a .
CH A PTER V
SUMMARY AND CONCLUSIONS 
I .  INTRODUCTION
T his  study has exam ined se lec te d  a sp e c ts  of o rg an iza tion  
b e h av io r  u til iz ing  the  dynam ic f r a m e  of r e f e r e n c e  p rov ided  by 
com m un ica tion  th e o ry .  S e lec ted  f e a tu re s  of com m unica tion  th e o ry  
have been  c o n s id e re d  in o r d e r  to  p rov ide  the  dynam ic  f r a m e w o rk  
fo r  inves tiga ting  goal fo rm a tio n , coo rd in a ted  beh av io r ,  the  d e c is io n  
p ro c e s s ,  and, finally , con tro l of o rg an iz a t io n  b e h a v io r .
W hile e m p ir ic a l 'e v id e n c e  d e r iv e d  f ro m  o ther  s tu d ies  is u til ized , 
p r im a r y  r e s e a r c h  was not conducted in conjunction  with the  s tudy . A 
b ro ad  th e o r e t ic a l  a p p ro a c h  was u til ized  p r im a r i ly  b e c a u se  of th e  p e r ­
ce ived  f rag m e n te d  s ta te  of developm ent of o rg an iz a t io n  th e o ry  in g e n ­
e ra l ,  and of the  com m unica tive  ra m if ic a t io n s  of o rg an iz a t io n  b e h av io r  
in p a r t i c u la r .
I I .  INTERPERSON AL COMMUNICATION PROCESS
C om m unica tion  th e o ry  is b u ilt  a round  th e ,p ro c e s s  point of v iew . 
E ven ts  a r e  se e n  as  having an in fin ite  n u m b er  of c h a r a c t e r i s t i c s  and 
as  being  in se p a ra b le  f ro m  a ll  o th e r  e v en ts .  Only a l im ited  n u m b er  of 
th e s e  infin ite  and continuously  changing c h a r a c te r i s t i c s  can  be a b ­
s t r a c te d  by the  f in ite  m in d .
2 2 2
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In  o rd e r  to  ta lk  about com m unica tions o r com m unica te  a t a ll, th e  
p ro c e ss  o rien ted  even ts  m u st be a r r e s te d  and a  re la tio n sh ip  e s ­
tab lish ed  a t a  p a r t ic u la r  s p a c e - tim e  in te rv a l . In  th is  way, s t ru c tu r e  
is  in fe rre d  and a ss ig n e d .
The m odel of th e  com m un ica tion  p ro c e s s  p re se n te d  is b a sed  upon 
a nu m b er of a ssu m p tio n s . T hese  a re :  (1) p ro c e s s e s  can be a r r e s te d ,  
(2) com m unica tion  is  p u rp o se fu l, (3) com m unica tion  is need re la te d ,
(4) th e  e le m e n ts  of the com m unica tion  p ro c e ss  m u st be co n sid e red  
d y ad ica lly , and (5) th e  in te rp e rs o n a l m odel can  be extended to  the  d i f ­
fe re n t  le v e ls  of a n a ly s is , including th e  in tra p e rs o n a l  and th e  m u lt i ­
p e rso n  l e v e ls .
S ix b a s ic  e le m e n ts - - a  so u rc e , an en co d er, a  m e ssa g e , a  channel, 
a  d eco d e r, and a r e c e iv e r - -w e r e  u tilized  to exp la in  how s tim u li a r e  
re c e iv e d , ev a lu a ted , encoded, and tra n s m itte d  to  an o th e r r e c e iv e r .
Som e im p o rta n t ram if ic a tio n s  of th e  in te rp e rs o n a l  m odel w ere  
d is c u s se d . The cap a c ity  to  p ro je c t o nese lf into th e  f ra m e  of re fe re n c e  
of th e  ind iv idua l w ith  whom  one is try in g  to  c o m m u n ic a te -- th a t is , to  
e m p a th iz e - - is  re c o g n ize d . The p ro c e s s  of build ing  in cues fo r  i n t e r ­
p re tin g  the  m e s s a g e - - th a t  is , jn e ta c o m m u n ic a tio n -- is  view ed as being  
e s s e n tia l  to  ach iev ing  com m un ica tion . C om m on ex p e rien c es  w ith 
sym bo ls and r e a l i t ie s  behind th e se  sym bols a re  p r im a ry  conditions fo r  
ach iev ing  com m u n ica tio n . P e rc e p tio n , the  p ro c e ss  of rece iv in g  and 
evaluating  s tim u li , is c ru c ia l, F in a lly , m eaning , th e  end p ro d u c t of 
p e rc ep tio n , is  c o n s id e re d  to^-reside w ith in  th e  ind iv idual r a th e r  th an  in 
sy m b o ls .
I
A  n u m b er of fa c to rs  in te r fe re  w ith  the  p ro c e ss  of in te rp e rs o n a l  
c o m m u n ica tio n . Som e of the  m o re  im p o rtan t of th e se  a re  la c k  of a
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com m on f ra m e  of r e fe re n c e , d is to r tio n  of th e  p e rc e p tu a l p ro c e s s ,
(th a t is ,  s te re o ty p in g , halo effect, p ro jec tio n , and id en tifica tio n ) p e r ­
so n a lity  t r a i t s  of th e  ind iv idual, p h y sica l lim ita tio n s  to  the p ro c e s s ,  
and th e  lack  of adequate  feedback .
H I. COMMUNICATION AND BEHAVIOR
M ost of m a n 's  le a rn ed  b eh av io r can  be b ro ad ly  view ed a s  c o m ­
m unicative  b e h a v io r . T hrough  com m un ica tion  w ith  o th e rs , a  p e rso n  
le a rn s  value  sy s te m s  and so c ie ta liy  sanctioned  b e h av io r . T he  sam e  
sym bo ls and th e ir  re la te d  v a lu e s , w hich a r e  p e rv a s iv e  in th e  so c ia l 
sy s te m , tend  to b ecom e the dom inant sym bols in the  p e rso n a lity  sy s te m . 
T hey tend to  be in te rn a liz e d  in com plex  sy s te m s , ca lled  r o le s  and 
s t ru c tu re , r a th e r  than  in  iso la ted  b its ,  and the  e n tire  c lu s te r  of m e a n ­
ings and v a lu e s  can  be t r ig g e re d  by a  key  sym bol s t im u lu s - - fo r  exam ple , 
the  sym bol s tim u lu s , m o th e r .
S e v e ra l a sp e c ts  of in te rn a liz e d  sym bol sy s te m s  and th e i r  re la te d  
v a lu e s  have s ig n ifican t b e h a v io ra l im p lic a tio n s . F i r s t ,  an ind iv idual 
can  be , an d  is , s tim u la te d  th ro u g h  sy m b o ls , ju s t  a s  he is th ro u g h  the  
im p ingem en t of p h y s ic a l .s t im u li .  Second, a  p e rso n  can  u se  sym bo ls to 
s tim u la te  o th e rs  in  p re d e te rm in e d  d ire c tio n s . T h ird , in te rn a lize d  
sym bo l and value sy s te m s  fa c il i ta te  p re d ic tio n  of o n e 's  b eh av io r in 
p a r t ic u la r  s tim u lu s  s itu a tio n s , and, th e  m o re  co h esiv e  the so c ie ty , the 
m o re  p re d ic ta b le  th e  b e h a v io r .
C om m unication  p ro v id es  th e -lin k  be tw een  an  ind iv idual and his 
e n v iro n m en t. C om m unication  w ith  o th e rs  and the r e s u lta n t  feedback  
helps to  c o r r e c t  o n e 's  know ledge about " th in g s"  and " p e rs o n s "  in  his
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e n v iro n m en t. T hus, it en ab les  him  to  m a in ta in  a  r e a l is t ic  view  of 
h im se lf , o th e r  people , and o th e r r e a l i t ie s  in his m ilie u .
F in a lly , the  in d iv id u a l's  s tr iv in g  fo r  cogn itive  co n sis ten c y  and 
c o o rie n ta tio n  w ith  o th e rs  is  p a r t ia l ly  a  function  of the  com m unica tion  
v a r ia b le .  P e rc e iv e d  d isso n an ce  betw een  w hat one knows and b e liev e s  
and h is b eh av io r c re a te s  anx ie ty  w hich  m o tiv a te s  the  e ffo rt to .re d u c e  
th e  d isso n a n c e . T he p ro c e s s  of d isso n an ce  red u c tio n  m ay involve 
se le c tiv e  u se  of com m unica tion , including se le c tiv e  ex p o su re  to , and 
p e rc e p tio n  of, m e s s a g e s .
L ik ew ise , p e rc e iv e d  d isso n an ce  of o r ie n ta tio n s  of p e rso n s  tow ard  
each  o th er o r o b jec ts  of th e ir  en v iro n m en t m o tiv a te s  th em  to  in s titu te  
co m m un ica tions to  red u ce  d isso n an ce  and m ove tow ard  consonance 
o r ie n ta tio n . The need fo r  co o rie n ta tio n  d e te rm in e s  the s tre n g th  of 
the  d e s ir e  to  in s titu te  com m unica tion  and th e  r e s u l ts  ach ieved  fro m  it .
IV . COMMUNICATION AND GOAL ORIENTATION
The goa ls pu rsu ed  by an o rg a n iz a tio n  a r e  lik e ly  to  be  som e c o m ­
p ro m is e  betw een  the  fo rm a lly  p re s c r ib e d  goa ls and the  in te rac tin g  
subgoals of th e  v a rio u s  g roups and ind iv idua ls  in i t .  T hus, to  u n d ers tan d  
th e  goa ls  p u rsu e d , it is  n e c e s s a ry  to  u n d ers tan d  the  p ro c e s s  of subgoal 
fo rm a tio n  and re in fo rc e m e n t.
F o r  goals to  s e rv e  a s  a c tiv e  s tim u li, th u s , a s  e ffec tive  d ire c tio n a l 
c r i t e r i a ,  th ey  m u st be re la te d  to  the  a c tu a l s itu a tio n  in w hich the  ac ting  
un it is  found. In  o rd e r  to  ach iev e  a  m ean ingfu l de fin itio n  of th e  s itu a tio n , 
m e m b e rs  m u st fa c to r  the  highly a b s t r a c t  g e n e ra liz e d  goa ls into a 
s e r ie s  of in te rr-e la ted  su b g o a ls .
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The com m un ica tion  v a r ia b le  is highly im p o rtan t in d e te rm in in g  
subgoal fo rm a tio n  and re in fo rc e m e n t. W hen an ind iv idua l e n te rs  an  
o rg an iza tio n , he b eco m es a  m em b er of a  p a r t ic u la r  w ork  g ro u p . P e r ­
ceived  d isso n an ce  of o rie n ta tio n  betw een  th e  m e m b e r and th e  g roup  
m o tiv a tes  him  to  in itia te  a  co n ce rted  flow of com m unica tions to  le a rn  
the  v a lu e  and goal sy s te m  of the  g roup , and v ice  v e r s a .  F u r th e rm o re , 
p e rce iv ed  d isso n an ce  of goal o r ie n ta tio n  re s u ltin g  fro m  th is  co m m u n i­
ca tion  c re a te s  anx ie ty  w hich p ro v id es  th e  m o tiv a tio n  fo r ach iev ing  
consonance of goal o rie n ta tio n .
D iffe re n tia tio n  of com m unica tion  is  an  e x tre m e ly  im p o rta n t fa c to r  
in d e te rm in in g  w hat goa ls  w ill be fo rm u la te d  by ind iv iduals and g ro u p s . 
D iffe re n tia te d  in fo rm a tio n  sen t to  th e  v a r io u s  subun its in th e  o rg a n i­
z a tio n  co n trib u te s  s ig n ifican tly  to  d iffe ren tia te d  su b g o a ls . T hus, the  
o rg an iza tio n , by co n tro llin g  in fo rm a tio n  f lo w s , is  prov ided  an im p o r ­
tan t to o l fo r  influencing  goa l o r ie n ta tio n .
The g roup  is  one of the  b a s ic  d e te rm in a n ts  of the  subgoals of the  
ind iv idual m e m b e r . It p ro v id es  his in fo rm a tio n a l f ra m e  of re fe re n c e . 
U nder the  o v e rt o r c o v e r t p r e s s u r e  of continuous in te ra c tio n , the p e r ­
so n 's  cap ac ity  fo r  s e le c tiv e  ex p o su re  to , and p e rc e p tu a l d is to r tio n  of, 
g roup  in fo rm a tio n  is  lim ite d . B ecause  of th is  e ffec tiv e  continuous 
ex p o su re  and continuous feedback , th e  tendency  to  a ccep t g roup  goa ls  
is  enhanced .
The m ech an ism s used  to  re in fo rc e  ex is tin g  subgoals a r e  e s se n tia lly  
the sam e  ones involved in subgoal fo rm a tio n . T he p re d isp o s itio n  tow ard  
se le c tiv e  ex p o su re , se le c tiv e  p e rcep tio n , and se le c tiv e  re te n tio n  of 
s t im u li  (m e s sa g e s , in fo rm atio n , e tc .)  is the  b a s ic  m eans of r e in ­
fo rc in g  a  p a r t ic u la r  p e rso n a lity  o r goa l s t ru c tu r in g . T he n a tu re  of
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the  conten t of "in  g ro u p "  com m un ica tion  is a  second s ig n ifican t fa c to r  
co n trib u tin g  to  subgoal re in fo rc e m e n t. P a tte rn e d  flow s of c o m m u n i­
ca tio n  tend to develop in  g ro u p s, and group  m e m b e rs  tend to  re c e iv e  
in fo rm a tio n  only a f te r  it has been  f i lte re d  th ro u g h  ind iv idua ls w ith 
s im ila r  f r a m e s  of re fe re n c e  as th e ir  own. T hus, a  m e m b e r can  not 
only m a in ta in  a p a r t ic u la r  va lue  s tru c tu r in g  by f i lte r in g  out u n d e­
s ira b le ,  unfitting  in fo rm a tio n , but a lso  by rec e iv in g  f i l te re d  in fo r ­
m ation  th ro u g h  th e  p ro c e s s  of " in  g ro u p "  co m m u n ica tio n .
A  n u m b er of fa c to rs  in te rv en e  to  cau se  th e  subgoals  ac tu a lly  
fo rm ed  and pu rsued  by ind iv idua ls and g ro u p s to  d ev ia te  f ro m  o rg a n i­
za tio n a lly  p re s c r ib e d  o n es. Ind iv idual dev ia tio n  is a ttr ib u ta b le  to  
s e v e ra l  f a c to r s . F i r s t ,  o n e 's  c u ltu ra l  background  p ro v id es  his c o m ­
m u n ica tiv e  f ra m e  of re fe re n c e  fo r  u n d ers tan d in g  g o a ls . F ro m  an 
o rg a n iz a tio n a l point of view , som e of the  m ean ings and v a lu es  b rough t 
into the  o rg a n iz a tio n  m ay be dysfunctiona l, and evocation  of them  w ill 
p rev e n t s in g u la r  a d h e re n c e  to  p re s c r ib e d  g o a ls . Second, the  co m m u n i­
ca tio n  re la te d  to  p re s c r ib e d  subgoals m ay be d is to r te d  by the  ind iv idual 
in o rd e r  to  fu lf ill  p e rso n a l n e e d s . F in a lly , th e  p e rso n  ten d s to  iden tify  
w ith  his w o rk  g ro u p . When the  la t te r  has dev ian t su b g o a ls , th e  m e m b e r 
ten d s to  d isp la c e  the  p re s c r ib e d  w ith  the  dev ian t su b g o a ls .
G roups a lso  d ev ia te  fro m  o rg a n iz a tio n a lly  d esig n a ted  subgoals 
fo r  a n u m b er of r e a s o n s . The la c k  of ad eq u a te  g o a l-o r ie n te d  c o m ­
m un ication  in a  sy s te m  to  p ro v id e  the  in fo rm a tio n a l b a s is  fo r  subgoal 
fo rm a tio n  and re in fo rc e m e n t m ay be the  b a s ic  cau se  6f-a g ro u p 's  d ev ia tio n . 
M an ifes ta tio n s  of th is  m ay be se en  in the  tendency  fo r  the  group  to  
develop a  se n se  of func tiona l autonom y o r  to  iden tify  w ith so c ia l sy s te m s  
ou ts id e  the  o rg a n iz a tio n .
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V . COMMUNICATION AND COORDINATED BEHAVIOR
C oord ina ted  b eh av io r is the  e sse n c e  of o rg an ized  a c tiv ity  and is 
b a s ic a lly  dependent upon th e  com m unica tion  v a r ia b le .  T he g e n e ra tio n  
of a sym bo lic  sy s te m  of b e h a v io ra l ex p ec ta tio n s p ro v id es  the fra m e w o rk  
fo r  co o rd in a tio n . T he la t t e r  is  c re a te d  by g e n e ra tio n  of ro le  sy s te m s  
and e s ta b lish m e n t of p o lic ie s , p ro c e d u re s , and m eth o d s. The ro le  
sy s te m  c re a te s  bo th  s t ru c tu re  and a u th o rity  re la tio n sh ip s  s in ce  it not 
only d e fin es expected  b e h av io r but a lso  th e  re la tiv e  p o sitio n  of the  ro le  
in the  to ta l sy s te m . In o rd e r  to  in su re  a unified e ffo rt by ind iv iduals 
and g ro u p s , it is n e c e s s a ry  to  e s ta b lis h  o th e r  g e n e ra l and sp ec ific  
sym bo lic  b o u n d a rie s . T hus, p o lic ie s , p ro c e d u re s , and m ethods a r e  
g e n e ra te d  to  fu r th e r  a s s u r e  b e h a v io ra l u n ifo rm ity .
T he c re a tio n  of a s tru c tu re d  s tim u lu s  s itu a tio n  s e rv e s  as an  
im p o rta n t guide to  p e rc e p tio n  and m eaning fo r  the o rg an iz a tio n  m em b er 
and e n co u rag e s  th e  developm en t of p ro g ram m ed  re p o n s e s . S im ila r  
p e rc e p tio n  of, and m ean ings ass ig n ed  to , m e s sa g e s  p ro v id es th e  b a s is  
fo r  co o rd in a ted  e ffo r t . T h is s im ila r ity  is  enhanced b e ca u se  th e  o rg a n i­
z a tio n  has the  opportun ity  toubring the  m e ssa g e  in to , and p a r t ia l ly  
co n tro l, the  r e c e iv e r 's  en v iro n m en t, in fluence  his f ra m e  of re fe re n c e , 
and c re a te  a  r e p e r to ry  of com m on sy m b o ls .
The s tru c tu re d  m ilieu  of the  o rg an iz a tio n  is conducive to th e  d e ­
v e lo p m en t and a c tiv a tio n  of p ro g ram m ed  r e s p o n s e s .  T he developm ent 
of p e rfo rm a n c e  p ro g ra m s  is  an  im p o rtan t fo rm  of o rg an iza tio n  
b e h a v io r  b e ca u se  they  l im it  u n n e c e ssa ry  tim e  spen t se a rc h in g  fo r  
a l te rn a t iv e s .  By co n tro llin g  com m un ica tion  ne tw o rk s and the  in fo r ­
m atio n  tra n s m it te d  th ro u g h  th em , th e  o rg a n iz a tio n  can d ire c t  and
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p a r t ia l ly  c o n tro l p ro g ra m  evocating  s t im u li .  The e x is te n ce  of id e n ti­
fiab le  p e rfo rm a n c e  p ro g ra m s  in c re a s e s  the  p re d ic ta b ili ty  of o ther 
m e m b e rs ' b eh av io r, and th is  p re d ic ta b ility  is  e s s e n tia l  to  achieving  
co o rd in a ted  e ffo r t.
D ev ia tions f ro m  fo rm a liz e d  b e h av io ra l ex p ec ta tio n s by ind iv idua ls 
and g roups and v a rio u s  com m un ica tion  p ro b lem s l im it  co o rd in a tio n .
In e s se n c e , e v e ry  ro le  in the  o rg an iz a tio n  m u st be  f illed  by  a p e rso n  
who u ltim a te ly  in te rp re ts  the d e sc r ib e d  ro le  b e h a v io r . T h is  in te r p r e ­
ta tio n  o c c u rs  w ith in  an  ex is tin g  f r a m e  of re fe re n c e  and is  su b jec t to  
th e  sam e  com m un ica tion  d is tu rb a n c e s  as o th e r m e s s a g e s . F u r th e r ­
m o re , th e  ro le  d e sc r ip tio n  m ay be com m unicated  to  the m e m b e r f ro m  a 
so u rc e  who has d is to r te d  it.
G roups a lso  d e v ia te  fro m  th e  fo rm a lly  p re s c r ib e d  coo rd ina ted  
e ffo r t. The tendency  fo r  a g roup  to  develop a  se n se  of fu n c tio n a l 
au tonom y, e ith e r  r e a l  o r  im ag ined , o ften  l im its  the  d e s ir e  to  c o m ­
m u n ica te  and co o p e ra te  w ith o th e r  g ro u p s , re su ltin g  in v i ta l  in fo rm atio n  
being  w ithheld . C om petition  and r iv a lry  a lso  inh ib it co o rd in a tio n  in 
the  sa m e  w ay. S tro n g  id en tific a tio n  w ith  o u ts id e  g ro u p s c o n trib u te s  
to  g r e a te r  a lle g ia n c e  being  g iven  to  th e se  e le m e n ts  th an  to  th e  o rg a n i­
z a tio n . E x te rn a l  id en tific a tio n  has been  m o re  p re v e le n t in  r e s e a r c h  
u n i ts .
A  n u m b er of co m m un ica tion  p ro b lem s in te rv en e  to  l im it  c o ­
o rd in a tio n . T ec h n ic a l v o c a b u la r ie s  m ay in te r fe re  w ith  in te rg ro u p  
co m m u n ica tio n . S tru c tu re , w hich  enab les r e s t r ic t io n  of th e  flow of 
com m un ica tions n e c e s s a ry  fo r co o rd in a tio n , c re a te s  com m unica tion  
p ro b le m s, and th e  l a t te r  often  lim its  c o o rd in a tio n . S tru c tu re  c re a te s  
f i l te r in g  p o ten tia l and so c ia l s ta tu s  and th e se  lim it th e  u n d is to rted
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flow of in fo rm a tio n . In  add ition , s t ru c tu re  p re v e n ts  th e  f re e  flow of 
in fo rm a tio n  needed fo r  p ro b lem  so lv ing .
P ro g ra m m e d  re s p o n se s  a r e  an  im p o rtan t a sp e c t of a  coo rd ina ted  
b e h a v io ra l sy s te m . H ow ever, the  in te rn a liz a tio n  of p e rfo rm a n c e  
p ro g ra m s  and evoca tion  of d e s ire d  re sp o n se s  upon a p p lica tio n  of the 
p ro g ra m  evoking s tim u lu s , is  m ed ia ted  by the evoca tion  of u n a n tic i­
pated conno ta tive  m ean in g s . The unintended cues contained  in  m e ssa g e s  
to  o rg an iz a tio n  m e m b e rs  l im it  co o rd in a tio n  b e c a u se  of the  u n a n tic i­
pated connotative  m ean ings they  evoke.
V I. COMMUNICATION AND THE DECISION PROCESS
D e c is io n  m aking is  one of th e  m o st im p o rtan t and ty p ic a l k inds of 
o rg an iz a tio n  b eh av io r, and com m un ica tion  is a  b a s ic  v a r ia b le  in th is  
p ro c e s s .  T h e 'd e c is io n  p ro c e s s  is  s e t  into m otion  by the  re c e ip t  of a 
m e ssa g e  o r  s e r ie s  of m e s sa g e s  ind ica ting  a need fo r  d e c is io n . C o m ­
m un ication  a ls o  p ro v id es  the  de fin itio n  of th e  d e c is io n  s itu a tio n  by 
se rv in g  as a  m ec h an ism  th ro u g h  w hich the  ind iv idua l b eco m es a w are  of 
v a rio u s  a lte rn a t iv e  c o u rs e s  of ac tio n  and id en tifie s  them  th ro u g h  c o m ­
m unicating  w ith  his e n v iro n m en t. T he com bining of in fo rm a tio n  
obtained r e s u l ts  in a  re la t iv e  ev a lu a tio n  being  a ss ig n e d  to  the a l ­
te rn a tiv e s .  F in a lly , a  cho ice  is  m ade fro m  am ong m utua lly  ex c lu siv e  
a lte rn a t iv e s , and th is  d e c is io n  m u st be  com m unica ted  to  re le v a n t 
o rg an iz a tio n  m e m b e rs . T he d e c is io n  is le g itim a te d  when the m e m b e rs  
a ccep t the  co m m u n ica tio n  a s  a u th o r ita tiv e  b e h a v io ra l p r e m is e s .
T h e re  is  an  im p o rta n t re la tio n sh ip  betw een  com m un ica tion  and the  
ind iv idual who w ill be in s titu tin g  cho ices guiding th e  b eh av io r of o th er 
m e m b e rs  in  the  o rg a n iz a tio n . He is u su a lly  a m em b er who is  the
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so u rc e  of in fo rm a tio n  v ita l  to  the  re m a in d e r  of the  o rg an iza tio n , an 
im p o rtan t link  in th e  com m un ica tion  n e tw o rk s , o r a c o n tro lle r  of 
in fo rm a tio n  com m unica ted  th ro u g h  the  n e tw o rk . F u r th e rm o re ,  bo th  
p re d e c is io n  and p o s td e c is io n  b eh av io r of th e  d e c is io n  m ak e r is e s ­
se n tia lly  com m un ica tive  b eh av io r, s in ce  bo th  involve se le c tiv e  u se  of 
com m unica tion  to  red u c e  d isso n an ce  and ach iev e  consonance .
A num ber of com m unica tion  re la te d  fa c to rs  in te rv en e  to  l im it  
the in ten tio n a lly  ra t io n a l  d e c is io n  p ro c e ss  in an  o rg an iz a tio n . F i r s t ,  
in fo rm atio n  fo r  d e c is io n  p r im a r ily  com es up th ro u g h  the  h ie ra rc h y , 
and it is  often inadequate  b e ca u se  of the  tendency  fo r  m e ssa g e s  c o m ­
m unicated  upw ard to  be  f i l te r e d .  T h ese  m e ssa g e s  tend  to  be  designed  
to  com m un ica te  w hat the  su b o rd in a te  p e rc e iv e s  the  s u p e r io r  w ants to  
h e a r . Second, due to  com m un ica tive  incom petence  o r fa i lu re  to 
reco g n ize  and em p h a size  the  im p o rtan ce  of com m unicating  d e c is io n s  
to  th e  su b o rd in a te s , t r a n s m is s io n  of a u th o rita tiv e  com m unica tion  is 
often im peded . The co m m u n ica tiv e  incom petence  of the  linking in d i­
v idua ls  in the  chain  of com m and a ls o  in te rv e n e s  to  inh ib it the  flow of 
a u th o rita tiv e  co m m u n ica tio n . F in a lly , fa i lu re  to  rec o g n ize  and u tiliz e  
the  in fo rm a l co m m un ica tion  ne tw orks l im its  th e  re c e ip t  and tr a n s m is s io n  
of b o th  in fo rm a tiv e  and a u th o rita tiv e  com m un ica tion .
V II. COMMUNICATION AND CONTROL OF ORGANIZATION BEHAVIOR
In  the  p re s e n t  con tex t, c o n tro l is used to  sign ify  ro le  and d ec is io n  
b eh av io r w hich p ro d u ces  goa l d ire c te d , coo rd in a ted  e ffo r t . In te rn a liz e d  
language sy m b o ls , the  v a lu e s  a ss ig n e d  to  th em , and in te rn a liz e d  ro le  
sy s te m s  p rov ide  the  foundation  fo r  e x e rc is in g  so c ia l co n tro l, and th e se  
fa c to rs  a r e  a l l  functions of com m un ica tion . F u r th e rm o re , th e  se le c tiv e
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u se  of th e  co m m un ica tion  v a r ia b le  s e rv e s  a s  a  m ec h an ism  fo r  e x e r ­
c is in g  c o n tro l. S e le c tiv e  ex p o su re  to  s tim u li  is  v e ry  in flu en tia l in 
d e te rm in in g  the  language  sy m b o ls , v a lu e s , and ro le s  in te rn a liz e d . 
R ew ard ing  com m un ica tion  can  be s e le c tiv e ly  used to  re in fo rc e  
o rg an iz a tio n a lly  d e s ire d  b eh av io r, to  re l ie v e  p o s td e c is io n  d isso n a n c e  
w hich in c re a s e s  f le x ib ility  in re v e rs in g  d e c is io n s , and to  c re a te  p r e s ­
tig e  fo r  the  com peten t, p ro d u ctiv e  m em b er w hich en co u rag e s  o th e rs  
to  follow  his ex am p le . D isso n an ce-p ro d u c in g  co m m un ica tion  is 
n ece s .sa ry  to  in s titu te  th e  d e c is io n  p ro c e s s  and the  p ro c e s s  of c o r ­
re c tio n  th ro u g h  feed b ack .
T he u se  of th e  com m un ica tion  v a r ia b le  to  m odify  defin itio n s of the 
s itu a tio n  is a continuing fe a tu re  of ga in ing  and m ain ta in ing  c o n tro l of 
o rg a n iz a tio n  b e h a v io r . M odifica tion  of d e fin itions is  n e c e s s a ry  to 
o v e rco m e  fa ls e  ones and d y sfunc tiona l a l te ra t io n  of b eh av io r w hich 
a cco m p an ie s  th em .
C o m m un ica tion  sy s te m s  a r e  e x tre m e ly  im p o rta n t in  m ain ta in ing  
c o n tro lle d  b e h a v io r . S ince  th e  ne tw orks in  the  sy s te m  d ire c t  th e  flow 
of in fo rm a tio n  in th e  o rg an iz a tio n , th ey  a re  in flu en tia l in  d e te rm in in g
i
d e c is io n , a u th o rity , and pow er p o te n tia l. L ik ew ise , a s  o rg an iz a tio n s  
grow  th e  need fo r  in fo rm a tio n  to  c o n tro l b eh av io r in c re a s e s  m o re ;th a n  
p ro p o rtio n a te ly . C onsequen tly , an ex is tin g  co m m u n ica tio n  sy s te m  m ay 
be  a lim itin g  fa c to r  to  g row th . The tra d i tio n a l  m eans of ex tending  the  
span  of c o n tro l is  th e  add ition  of s ta ff  m e m b e rs  who a r e  p r im a r ily  
involved in th e  co m m un ica tion  fu n c tio n . G iven an ex is tin g  sy s te m , 
th e re  is  som e poin t beyond w hich  d im in ish in g  re tu rn s  o c c u r fro m  
sim p ly  adding in d iv id u a ls  to  i t .  H ow ever, th is  l im ita tio n  m ay  be 
o v e rc o m e  th ro u g h  tec h n o lo g ic a l innovation  and g e n e ra l im p ro v em en t of 
th e  s y s te m .
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In fo rm a l ne tw orks tend  to  develop  th rough  in te ra c tio n  of o rg an ic  
z a tio n  m e m b e rs . T hey s e rv e  a s  m eans of m ed ia tin g  conflic t be tw een  
th e  o rg a n iz a tio n  and th e  m e m b e r, p rov ide  so c ia l s a tis fa c tio n , and 
su pp lem en t th e  fo rm a l n e tw o rk .
C om m unication  sy s te m s  should be co n sc io u s ly  designed  and 
u tilized  in the  c o n tro l p ro c e s s .  They a re  m o re  e ffec tiv e  when co n ­
nec ted  to  the  in fo rm a l ne tw ork , co in c id en ta l w ith  the fo rm a l system <of 
a u th o rity , and adequate  fo r  th e  need of the p a r t ic u la r  o rg an iz a tio n .
P ro v id in g  fo r  co n tro lled  change is  an im p o rta n t a sp e c t of the 
to ta l p ro c e s s  of co n tro llin g  o rg an iz a tio n  b e h a v io r . It helps to  a s s u re  
th a t b e h av io r changes in  th e  r ig h t d ire c tio n  and a t th e  d e s ire d  r a te .
The a p p ro a c h  to  in s titu tin g  change should be th ro u g h  th e  in d iv id u a l's  
f ra m e  of r e fe re n c e  and his p r im a ry  group  (s ) .
C om m un ication  is a ls o  im p o rtan t in b ring ing  about a ttitu d e  change. 
S tud ies of th e  re la tio n sh ip  of com m un ica tion  to  a ttitu d e  change in d ica te  
th a t the  m o st u su a l s itu a tio n  is  fo r  a ttitu d e s  to  change in  the d ire c tio n  
advoca ted  by the  co m m u n ica tio n . H ow ever, a  n u m b er of s tu d ies  re p o r t  
changes in d ire c tio n s  o p p o site  to  th o se  advocated , o r  no change a t a l l .
S e v e ra l fa c to r s  in fluence  th e  d e g re e  of change re la te d  to  a  p a r ­
t ic u la r  ch an g e-ad v o catin g  com m un ica tion . T h ese  include: p e rc e p tio n  
and a c c ep tan c e  of the  ch an g e-ad v o ca tin g  m e ssa g e , the  p a s t e x p e rien c e  
of th e  r e c e iv e r  w ith  th e  so u rc e  o rig in a tin g  th e  m e s sa g e , the  ex ten t to  
w hich  th e  m e ssa g e  d iv e rg e s  f ro m  th e  group n o rm s  and th e  in d iv id u a l's  
ex is tin g  a tt i tu d e s , th e  m an n e r in  w hich  th e  ch ange-advocating  m e ssa g e  
is  p re s e n te d , and the  p e rc e iv e d  co n seq u en ces of th e  change.
R e s e a rc h  s tu d ies  in d ic a te  th a t a ttitu d e  change m ay  be ach ieved  by 
obtain ing  e ith e r  a v e rb a l  o r b e h a v io ra l co m m ittm en t f ro m  a m em b er,
234
w hich, in tu rn , m ay lead  to  a ttitu d e  change in o rd e r  to  m a in ta in  
cogn itive  co n s is ten c y .
V III. MAJOR LIMITATIONS
Any study of o rg an iz a tio n  b eh av io r w hich  fo cu ses  a lm o s t e x c lu s iv e ­
ly upon th e  co m m u n ica tiv e  a sp e c ts  of it is  n e c e s s a r i ly  lim ite d  in  scope. 
The p re se n ta tio n  was no t in tended to  be co m p re h en s iv e , y e t th e  p e r t i ­
nent fa c to rs  excluded , b e c a u se  they  w ere  c o n sid e red  o u tside  th e  scope 
of the  study, m ay  at t im e s  have b een  the m o st im p o rtan t c o n s id e ra tio n s .
The b road  th e o re tic a l  a p p ro a c h  u tilized  n e c e s s i ta te d  ig n o rin g  de­
ta i ls  and co n sid erin g  th e  ra m if ic a tio n s  of m any th e o re tic a l  c o n s tru c ts .
F o r  the  m o s t p a r t , p ra c t ic a l  ap p lica tio n s  of th e o re tic a l  c o n s tru c ts  
w e re  not in v es tig a te d .
P r im a ry  r e s e a r c h  to  s tre n g th e n  and m odify  the  th e o ry  w as not 
u n d e rta k e n .
F in a lly , on ly  se le c te d  a sp e c ts  of bo th  com m un ica tion  th e o ry  and 
o rg a n iz a tio n  b eh av io r w e re  d is c u s se d .
M any of th e  lim ita tio n s  to  th e  p re s e n t  a n a ly s is  can  be a ttr ib u te d  to 
th e  com plex  n a tu re  of o rg a n iz a tio n  b e h a v io r . T he w r i te r  s tro n g ly  
b e liev e s  a  com m un ica tive  a n a ly s is  of o rg an iz a tio n  b eh av io r c o n trib u te s  
s ig n ifican tly  to  u n d e rs tan d in g  i t .  L ik ew ise , th e  above l im ita t io n s  a re  
be lieved  to  be f a r  su rp a sse d  by th e  in s ig h ts  g a in ed .
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